
Association of Minnesota Counties 

Supervising for Employee Engagement 

July 2019: Tips and Advice Shared in Chat 
 
Know/Own/Manage: What tips do you have for each other? 

• Take a breath and ask to come back to it if needed, you do not always have to have the 
conversation at that moment 

• step away, take a walk and clear your head 
• literally taking a break - leaving the area, process thoughts before acting 
• Take a walk around the block to clear my head 
• Step away and think 
• writing things down and reviewing the next day with a clear mind 
• Know who and what sets you off. Then... take a breath. Count slowly to 3. Then consider your 

response. Then... slowly respond. 
• Take a step back if you can 
• deep breaths, meditation, thought analysis with a trusted friend 
• Remind myself it’s not the end of the world 
• Keep your mouth closed and ears open. Come back to the issue at a later time. 
• Avoiding an immediate response, if possible, and saying something like, "Let me think about 

that." so I can process and then come up with an appropriate response. 
• Schedule a time to discuss further...maybe 24 hours 
• stop and take a break to clear head 
• Reminding myself that my perspective may be different from someone else's.  Take time to ask 

them how they see the situation, why they did what they did or didn’t do, etc. before going into 
a full discussion 

• recognize and rethink 
• Take time to process the situation; refocus after a short walk, etc.   
• take time to gather thoughts before speaking  
• Continue your work at the time and then take the time to think about it. At an appropriate time, 

share with the staff person privately.  
• Taking 24 hours to think, process, and work through internally what's going on with the situation 

and emotion.  (If it can wait). 
• At times, for me, I'll walk away in the building. Calm myself. And then address the 

situation/need at a later time/date. 
• step back from the situation and  evaluate  
• Step away deliberately to take some time to formulate response; take a pause 
• Take a break to reflect. Go to someone who you can reflect with and use as a sounding board--

not venting, but reflecting out loud 
• confer with a trusted co-worker (another management team member) 
• respond in person rather than email 
• Take additional time - don't respond right away. Sometimes going for a short walk to clear your 

head. 



• Someone told me to be curious instead of judgmental, so approach the situation like a question 
• I talk to myself, and remind myself ... it's that little "almond" in my heading reacting to the 

situation!! 
• Know your team. Some know exactly what buttons to push  
• Get another perspective. 
• Remember it's ok to say "I need to think about this" 
• i just don’t  take it personally 

 
 

Structuring: What tips/advice do you have to share? 
• Job Description 
• Knowing your Department Structures.  Knowing your Policies & Procedures.  Background 

information that's established. 
• A well written job description and creating a positive team environment 
• Job descriptions are reviewed every time we will be posting for that position.  
• We have utilized team descriptions pages to help introduce the person to the team they would 

be working with.  What's important to the team, important for the team, how the team is best 
supported, etc.  This allows the candidate to also make a decision if this is a good fit for them 

• Get input from the whole department on what the job description should look like to enhance 
the operational efficiency of the department as a whole 

• I recently created a 6 month Training/Expectations document.  I'm finding it to be very helpful 
for training in my new staff person..  It's easy to forget that expectations should be clearly set, in 
writing and shouldn't just be given verbally.   

• Appropriate and up-to-date job description, vision, mission, values of the organization. 
• We work hard to have accurate and up-to-date job descriptions and we review them with the 

hiring manager whenever we post.  
• Use a well written job description that lists clearly the job expectations and requirements.  Also 

always post the salary range...so that you can avoid the issues about pay (hopefully) 
• open door policy 
• Have the vital information posted easily where staff can find it. Reminders are good. 

 
Selecting: What tips/advice do you have to share? 
• I always form an interview team. 
• and I use a rating scale to determine who to interview 
• Including interview questions that get to emotional intelligence.   
• team approach to interviewing candidates 
• Involving your staff on the interview panel (perhaps selectively) increases engagement 
• Hire the person and teach the skill 
• I start every interviewing telling the candidate I believe this needs to be a fit for the both of us. 

So I want them to be comfortable asking anything, because I want us both to be excited about 
the opportunity. 

• Between H/R and our department head 
• Good question… Tell us about a time when you had a disagreement with a co-worker. What was 

the issue, how did you address it, how did you resolve it? This shows whether or not the 
candidate is self-aware, is able to see other's points of view, follows the chain of command, and 
has the ability to resolve conflict, and get back together and continue the work of the 
organization. So many things... 



• It is tough to get to know a potential employee in one 30 -60 minute interview.  We have found 
that doing more than one interview for many of our positions helps us get to know the 
candidates better and ultimately make a better choice.   

• We have a strong Race Equity initiative at our organization and we're proudly pushing to 
prioritize recruiting people of color.  

• Interview teams work well; think outside the box with questions you ask 
• I have a skills test in addition to the interview. This gives me a base knowledge of what they are 

really coming in with so we can hit the ground running and I am more prepared for onboarding.  
• Situational questions!  Onboarding checklist!  follow up communication so they do not feel 

we've forgotten them in HR 
• Have a team, but make sure they're trained on the parameters of interviewing and selection.   

This helps with engagement. 
• Always have at least 3 on the interview team and at least one is from HR 
• I have a small staff so team fit is important--I agree with hiring the person and training the skill 
• Have interview questions that get to management style and how they relate to the folks they 

manage and to their supervisor as well 
• Hire the person and teach the skill. Is the person a "good fit" for your organization and your 

culture (work environment, ethics, and mission)? 
• If we don't find the candidate we need we are not afraid to start over 
• Do not settle if at first you do not find the right candidate. 
• staff involved with new hiring process 
• Don't hire a candidate that you aren't thrilled to have on staff. 
• 2nd interviews are helpful because sometimes you see more of the real person because they are 

less nervous the 2nd time. Ask question to find out who the person is can be just as important if 
not more important than gathering info on their experiences and expertise 

• Agreed, the duties of the job can be taught.  In many areas being a team player, being a hard 
worker, being empathetic at our agency toward clients is so important. 

• I agree on the not settling.  Re-post if it doesn't feel like a good fit! 
 

On-boarding: What tips/advice do you have to share? 
• John Graci does a great leadership training and offers amazing tips on how to interview 
• I set an onboarding schedule for the first 2 weeks. Everyone in the office is involved in some part 

of the onboarding so that they get to work with the new staff members. I meet with them a 
minimum of every two weeks throughout their probationary period to see how things are going.  

• Having a "house" committee that would give a new employee a starting point for questions 
• Make sure people are connected and have things to do.  Nobody likes to sit around and wonder 

what they are supposed to be doing 
• Very important that the time is taken to train the new employees. This in turn will make them 

feel more comfortable. 
• We offer re-orientation at 6 months so we can review everything that was initially presented 

and answer the employee's questions now that there's more context.   
• We have an onboarding checklist that helps us to ensure we cover all of the areas pertinent to 

not only the agency, but to our unit.  
• The informal things like who makes coffee, what people do for lunch, etc. I think are overlooked 

but very important to make new hires feel welcome 
• Regular check points with new hires. Have drafted questions. Verbalize your observations 



• Having a well-crafted uniform onboarding policy is so important and our dept. is working to 
improve this right now 

• I ask new staff to fill out an interest inventory of sorts.  Mostly work or job related questions but 
some ask personal questions about career and hobbies they enjoy.  

• Reviews/ 3 month/6 month so on 
• Before a new employee starts, I make sure they have a name tag on their locker area, their food 

area, and issued equipment. I also give them a journal for note keeping. I set up all of their 
accounts before their first day. 

• OJT with person/staff doing the job as they have the 1st hand knowledge in the field after we  
have given them the 'broad overview' of the department and unit 

• onboard checklist, handbook, union information, follow up 
• We do the StrengthsFinder for all new employees and keep a list of our team's strengths handy. 
• set small step goals and meet frequently  
• We use an orientation checklist so nothing gets missed and they meet with each department in 

the agency. It helps them get to know people as well as the organization of the agency 
• Welcoming banner and hand written note to let them know we are glad they are here.  
• involve employees in the interview to get a good fit 
• New employee/orientation check-list. 
• One day one, there is always a small welcome gift (plant, etc.) and a written welcome card that 

are signed by everyone in the office waiting on their desk! 
• Orientation checklist, welcome banner signed by entire agency, assign a "buddy" so they have a 

go to other than you  
• I recently received a welcome card signed by all Commissioners. It made me feel very welcome! 
• Introduce them in advance (email). Introduce them in-person their first day. New employee 

checklist. Meet with them at the beginning of the work day and end of the work day for the first 
week, maybe two. Then each morning. Always... as needed, if more. Be encouraging and 
supportive. But also specific in your expectations. Be clear. And always be patient and kind as 
the skills in this new job are likely "emerging skills". 

• We send a welcome poster to our staff via email with a picture of the new hire. 
 
Goal-setting: What tips/advice do you have to share? 
• Communication is key 
• Keep the goals visible and celebrate progress 
• Always involve employee in goal setting; set SMART goals 
• Goals should be CLEAR and attainable. 
• Always using SMART goals - focusing on measurable...how will it be clear that you succeeded?  
• Ask the employee to offer their ideas on the goals they’d like to achieve. 
• Work together to set the goals. 
• I think of projects since my team is long-term, been with the Co. a long time.   
• Be open and clear 
• Meet frequently to discuss goals 
• Let the employee contribute to the goal setting decisions. 
• Goals must be relevant, measurable, and need action steps to achieve them. 
• Annual evaluations have a section for goals for the next year and we set them together 
• Talking regularly with individual staff regarding areas where they want to learn more 
• Individual goals can be balanced with team goals  



• important to align individual goals to organizational ones  
• Your team needs to be involved with the goal setting, and the progress of those goals 
• goals should be SMART Specific Measurable Assignable Relevant and Time based 
• I find this toughest as staff seem to have goals be generic. not "SMART" 
• we set them together and that is one of the requirements of the goals 
• Each employee's goals should be set to help their chosen path for professional development.  

This may differ with the organizational goals, but will foster quality engagement and results 
within their respective roles. 

 
Guiding: What tips/advice do you have to share? 
• Use personal experiences to drive home the lesson. 
• I ask them how they feel about it.  What their input it? 
• Focus on employee strengths and passions/interests 
• Communicating and asking and offering ideas 
• Ask questions and let the employee give themselves the answer rather than the "directive" 

coming from you 
• giving feedback positive when needing to give a negative 
• Strength based paring of staff to work assignments 
• Ask questions like… Have you considered "A" or "B"? What do you think about those? How do 

you feel about those? What other ideas, other than your original ideas, can you think of? 
• Regular, sincere, interested communication is critical, as is positive reinforcement.  We all need 

to hear from time to time that we are doing a good job!  
• Active listening 
• Asking questions and listening to their needs.   
• Just touching base with them to find out how things are going - and if they are having any issues 

& why can help you to know if they are on the right path 
• Talk through issue/project and encourage employee to come up with processes/solutions. Buy-

in is better that way 
• Open door policy for questions - always being available and make sure they understand the 

"why" they are doing something a certain way 
 

Supporting: What tips/advice do you have to share? 
• Again, important to know each individuals preference for how they need to be supported. 
• succession planning is important and I want staff to feel comfortable with their job duties and 

also be aware of some of mine 
• ask people what they need/want 
• Inquire what do they 'need'?  Are we providing the appropriate tools and guidance to make 

employee feel confident in their abilities. 
• Asking the employee how I can help 
• Take the time to really listen; ask them what they need; problem solve together 
• Taking time!  Listening!  Empathy!  Being available when critical or significant, setting aside what 

else may be going on. 
• How can I help you? What resources have you checked into? Let's brain storm and see how we 

can accomplish this? 
• Ask. Listen. And allow them to consider and take action. 
• Make sure they know they can come to you with questions or issues 



• Be specific ...  
• Asking if they need anything from me or for me to do anything on their behalf. 

 
 
What should happen in the check-ins? 

• listening 
• Let the employee talk more than you do 
• review where employee is at with established expectations 
• Follow up on projects 
• any agenda items or discussion the employee would like to have 
• how are you managing work load 
• Find out how things are going with employee and listen 
• How are things going for you? Is there anything we can do to improve the team? 
• Ask the staff member how they are doing/how they are feeling. Show them that I care. 
• anything I can do to help 
• I ask how things are going, if they have anything they want to discuss with me, I give updates 

and close with how I can better help them 
• Give them a chance to vent while you listen and troubleshoot.  
• See how the job and tasks have been going for the last week, month, or since your last one. 
• Depending on staff - either ask many questions to get a feel for how things are going or just sit 

back and listen to what they have to share on their own without prompt. 
• Listening to what they are saying and how they are saying it. Is there more to the words? Body 

language, tone of voice.... 
• discussing experiences employee has encountered and reflecting or unraveling them if needed 
• How things are going, how we can help 
• Workload 
• listen to the employee, get feedback on projects 
• follow up from previous check ins 
• I keep notes, i review and add new items to my notebook.  Pretty casual 
• reflective practice 
• A general 'how is everything going' - and ask for questions, issues, concerns 
• Begin by thanking employee for recent accomplishments  (be specific) and then ask how things 

are going/follow up on projects as needed 
• Inquire what this particular staff feels things are going to judge where they are at 
• Discuss how things are going for the employee.  Address any specific questions that they have 

generated since the last meeting.  Discuss workload and check in to determine how they are 
feeling about their work. 

• Is there anything you need? 
• Update on projects, discussing new ideas. Sometimes I feel like it is a lot to cram in to one 

meeting. It is hard for them to bring up their HR concerns when we take a while on everything 
else 

• listen and follow up 
• I just listen to start and let them tell me what is important and then i ask what i can do for them 

and usually aim for one praise comment... 
• Asking them what they need. Open ended questions 
• Check on how things are going and if they need any direction or help 



• Recognize them for something that stood out that they did in the last month, ask them about 
their biggest accomplishment in the last month, what will their biggest challenge be in the next 
month, and then ask them questions or get into a dialogue about them. In all this I need to be 
very present (no phone calls, no messenger or email), and looking in to their eyes. I am 
dedicating time to them.  

• Opportunity for employee to know this is their time, similar to the special one-on-ones with our 
children 

• how  things are going and any issues/concerns  
• Any questions/ concerns? how they are feeling about their job/ 
• And ask them what they want to talk about....what concerns do they have? 

 
What are some things you can do if you don't have a coach's mindset? 

• learn your weakness and change it 
• Find someone who can help you with that? 
• Ask for help from a manager or someone who you think is a good supervisor. 
• think about what i do like about the person 
• I wish I knew...I think I've really tried.  Just oh so hard to deal with this person. 
• Get right with yourself on why.  You have to understand what is holding you back and overcome 

it.   
• Find something, anything that you can work towards together.  Try to always approach them 

when you are your "best self." 
• Get assistance/mentoring from someone who does  
• find other resources where my strengths may not lie 
• Check in with yourself--check in with a mentor of your own or close colleague in a similar 

supervisory role 
• Self-reflection.... training.... practice! 
• Ask a peer for help/advice  
• List each employee and one or two positive things about them. Something work-related that 

might get you thinking about their abilities. 
• When that feeling arises, pause and reflect. Ask yourself what triggered this emotion, how it's 

impacting that relationship and what you can do to change that. 
• Reframe it, discuss with another supervisor to get assistance 
• collaborate with another supervisor regarding your concerns/hesitation/blockages with that 

particular employee 
• Focus on job and duties rather than the person. Need to figure out what you don’t like about 

them.  
• Post its! and role play as someone else to get out of your head 
• With some staff, i feel there is a resistance from the employee.  They don’t want to be engaged, 

they don’t want to learn new things, it’s hard to put in more effort than the person is willing to 
put in 

 
 


