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Own/Know/Manage: What tips do you have for each other? 
• deep breathing 
• acknowledge it and let it go 
• start over attitude 
• take a deep breath 
• step back and take a deep breath 
• take time before responding if can 
• Walk away, give myself time to think about it 
• count to 10, take a breath, start over 
• take a step back and look at the big picture 
• walk away for awhile 
• step away for a bit if possible 
• stop and think 
• step away and return to subject later 
• Find a confidential peer to talk it through with 
• Step away before responding 
• Is possible, take a break and revisit later or meet later (i.e. let's take a break and give us time to 

think) 
• Personal accountability for your actions 
• Stop-Take a breath - refocus 
• Take a time out and think. 
• Taking a break (if possible) - maybe go for a walk 
• stop and think  
• vent to a "safe" person 
• take 3 second pause and then respond 
• Vent to a colleague in confidence 
• Wait to respond immediately, reflect on what is happening 
• stop and think about things, decide how to proceed 
• Just give me time to myself and I will talk when ready - be open to listen 
• Take a deep breath and think about a resolution rather than the problem 
• step away from it and give myself time to think and process my response or next step 
• Find time for yourself.  Exercise to decompress. 
• simply stating " I need a minute to think about that" 
• Time 
• stop talking and step away 
• patience 
 
What are some ways you demonstrate your supervisor competency strengths? 
• encourage cross training 
• Praise and recognition for the work we do/the support and assistance we provide. 
• work extra hours when someone calls in sick or people are on vacation 
• Covering misc. positions when staff are out 



• I advocate for my team by speaking to others within the organization about our team success.   
• pass down administrative meeting minutes with my staff on a regular basis 
• support and encourage training continued training 
• asking or responding when help is needed 
• create goals around increasing knowledge in areas that they are more green or interested in 

learning and connect it to their evaluation 
• taking time care for employees by talking with them in detail regarding work and interest in their 

personal life 
• demonstrate clear and open communication  
• Lead major organization teams; assist and provide solutions 
• explaining the background as to why we are doing things a certain way helps employees see the big 

picture 
• Do cases for workers when gone.   
• Recognizing a deadline and helping a co-worker to meet that deadline. 
• Timely communication of information and potential changes and ask for feedback. 
• Assisted with casework during busy times 
• Open, honest communication. 
• explaining a new law or requirement or effort, what it means, what it does not mean - it's 

boundaries, it's consequences, the extent of possible change 
• Did research to approach the Board for additional staff. 
• Meeting with staff individually and as a team monthly taking that time to inform them of anything 

new happening County wide 
• Take the time to listen, for input and feedback.  Be open minded to ideas or hearing feedback 
• working with staff to create SOPs, cross training, working to get a mission and vision statement, 

trying to anticipate issues that will come up in the future and making a current plan to deal with 
them' 

• Make sure employees have opportunity for development through additional training and cross 
training. 

• Meet with clients, take on duties that need to be done to keep the program running in the absence 
of staff 

• Explain the reason for changes and provide opportunities for feedback 
• weekly stand up meetings to bring all together if even for a short time to all get on the same page of 

deadlines and work needed for the week 
• be to work on time, work extra hours if needed, take the time to get things coded right initially for 

less errors to fix later, let others know about projects/deadlines we are working on. 
• When short staffed, I reassure them that I am willing to help were needed.  I try not to just step in 

and take over, I let them ask me for what they need 
• Allow feedback and input prior to major decisions 
• Connect the organization as a whole instead of isolating the individual programs and staff. 
• Listen to staff about their individual needs as well as the team needs to improve productively and 

efficiency. 
• Listen, Understand/review facts, work towards resolution 
• Let board know the value of team and make sure that needs are getting met as best I can 
 

 



Structuring: What tips/advice do you have to share? 
• In the interview process we share our vision, mission and core values and discuss how the position 

they are applying for is connected to that. 
• Discuss unwritten rules with orientation 
• We talk about our perf evaluation process and the importance of setting goals 
• Schedule a Recruitment Consultation with HR/Recruiter to review PD's and ensure its current and 

reflective of your current and future needs 
• Use employee surveys to ask what positive environment looks like to employees. 
• During our interviews, we provide information on a typical day for the position they are applying for.  
• Good job descriptions with clear expectations included 
• Don't get overly specific in position description.  
• Discussion of our office - overall operations and expectations. 
• Making sure all team members feel supported and can vent when they need to. 
• Go through expectations on the first day 
• Sometimes the person that may interview really good doesn't always be the best choice for the job. 
• Set clear goals and expectations from day 1 
• Ask questions about job descriptions, explain tasks that they will be doing and the type of team we 

have. 
 

Selecting: What tips/advice do you have to share? 
• We are intentional in pulling other managers or lead staff to participate on interview panel 
• We have everyone we can from our office attend interviews and while it is can be intimidating, it 

has worked well, and one person we hired said the office climate they observed made them want to 
be hired by us. 

• We ask more behavioral questions then skill 
• Be real.  Offer shadowing opportunities as part of hiring process. 
• In the interview process, we include multiple clear expectations and set the tone for holding staff 

accountable 
• We talk about our culture and what the current County overarching focus is 
• A second interview with finalist(s) that is a walk-through of the Department and meeting of team. 
• Solicit for the most qualified and preferred qualifications... maintain a diverse interview panel; check 

your bias with a colleague  
• Spend the time to have a comprehensive interview process- most important skill to working to get 

the right person.  
• Complete thorough reference checks - get previous performance evaluations if possible 
• Our office practices as many office staff to participate in the interview process.  We found that our 

office staff see people's strengths and found it beneficial in the hiring process. 
• We have a committee to go through the interview process 
• We bring people in for a more informal interview after the initial formal interview. Only if they are a 

strong applicant for the position. In the second interview we talk more freely and openly and let 
them experience the job for a bit. 

• Second interviews have been helpful with selecting 
• Think about your team and who is not a fit for the job but a fit for the team 
• we ask more questions now that get us a feel for what that person's personality is and whether they 

will fit with our office climate, figuring we can teach the rest 



• We often do second interviews with our selections.  Many times the person we are interviewing the 
first time is nervous.  We want them to be able to give us a second impression. 

• Know what weaknesses are already on the team 
• Multiple people involved with the interview process and questions not just relating to 

skill/education, but also characteristics and how they handle certain situations. 
• We have done a bit of a skills test - such as creating a letter to a client. 
• include other staff-get their input 
 

On-boarding: What tips/advice do you have to share? 
• Provide the employee with a mentor 
• being available, letting others know your available and here to help them become acquainted to the 

new in their life 
• In our agency, we select an employee mentor for the new employee.  This is a person that can check 

in on just day to day things. it's helped welcome new employees 
• Initially assign a peer mentor, along with others within the organization time to orient. 
• Start out with some daily, every other day, weekly and then less frequent meetings for check in and 

getting acclimated 
• we have developed SOP (standard operating procedures) and the trainer uses it, but the new hire 

makes notes and makes it their own, as well 
• New employees job shadow or visit with everyone else in the department 
• We conduct 45 and 90 day new hire interviews to gather input on their experiences from the 

application to where they are today 
• Don't be so sterile.  Communicate attractively, meaningfully.  Be real. Look for ways to maximize/put 

to big use the candidate's/new hire's strengths. 
• Prior to their start date, we send them a Welcome Letter, along with some basic information about 

the position.  We also include a calendar for the first month so they can see the types of things they 
will be doing.  

• We communicate what to expect their first day and week in their confirmation of offer letter 
• I am creating a detailed onboarding document for every position in my office including primary 

responsibilities, backup staff, deadline expectations, check in times etc. 
• We have a document containing a guide with a list of policies, procedure, how-to's so employees 

can reference it if they have questions when new or down the road.  Kind of like a table of contents 
• Schedule meet and greets, plan the employees first two weeks and share the schedule with them 

and others; create a turn over or "facebook" for execs-they can put a face with the names and 
understand status of current projects 

• Perhaps be clearer on what is expected of employees in the role and what employees can expect in 
return. 

• Team building /team retreats are important even when you are busy.  
• Letting them know that you are always available for whatever they need. 
• Be prepared and organized  
• Have an open door policy so they can come talk to you when need to. 
• For some items on the checklist, provide the resource verbally and in writing. 
• Maintain a checklist of items to cover 
• Detailed job description, training timelines, be available to them as they are learning. 
 
 



Goal-setting: What tips/advice do you have to share? 
• Their goals are connected to our overall strategic plan and supervisors are expected to meet with 

staff individually each month to discuss goals and other items 
• Setting goals that are important to each individual person is able 
• using a check list for orientation 
• Determine goals together annually. 
• Get the employees input, understand their personal goals 
• Create a descriptive list and have them share their ideas on accomplishing these goals. 
• Teach staff about deadlines. 
• Entire department knows each person’s goals 
• Quality is more important than Quantity.   
• Our office has a mission and vision statement. And the vision statement is up on the wall in big 

letters 
• we do often use in ongoing projects but also in performance evaluations SMART goals - specific, 

measurable, attain, relevant and timely 
• Regular check ins 
• Goal setting as the focal point in the performance evaluation process.  
• Determine goals with the employee at a minimum of annually and check in periodically to see if they 

are meeting their goals 
• ensure goals are aligned with team and organization 
• We have a list broken down by production days as to the most important things to do on any given 

day.  This has helped structure their day. 
• Goals should be based both on what they are wanting to learn, but also what is needed for the 

agency and cross training so all of our deadlines can be met. 
• Less is more. 
• Make sure goals are realistic. 
• SMART, quality over quantity 
• We have yearly goals to set. 
• Training is already developed and the order it is to be done, but there is leeway in how the training 

is done within the other aspects of the job.  
• periodic review of work plans, goals established, new ideas 
• When stuck or uncertain, clarity on goals and how we fit can make a murky next step become clear 
 
 

Supporting: What tips/advice do you have to share? 
• Create/implement an employee recognition program 
• Make sure they see you supporting them outside the department 
• Find out what type of support the employee desires. Each employee will want support in different 

ways. 
• Provide stretch opportunities and professional develop  
• Let them discover things on their own, but also back them up when needed. Share what you know 

with them. 
• when staff see a possible conflict or issue, they feel comfortable asking for management support in 

addressing the issue 
• Be creative to come up with different solutions or paths if the traditional ones aren't working 



• Open door policy.  Follow up on concerns or issues brought forth.  Recognition and praise, even for 
the little things 

• Share team's accomplishments with exec leadership  
• Help them achieve the goals they set. 
• Recognize them for doing good things, let the board know when they are doing good things, and let 

them know that the board knows they are doing good things. 
• Be flexible - when possible, as long as the work is done in a timely and effective manner. 
• Provide support to individual workers and the 'team'.   
• I have gone back to staff with revisions of documents, but then I talk about why I am making the 

suggestions, because an error of content is different from an error of grammar or an error of law.   
• Make sure that the Board and others know what has been achieved and how difficult it is. 
• Recognize staff to the management board.  
• Have staff test technology options for efficiencies 
• inform them of available trainings 
• Give them recognition when appropriate, help them with difficult situations that come up until they 

are comfortable dealing with some things on their own. 
• Listen 
• Ask employees their long-term goal(s) 
• I recognize workers for their hard work -- we will have rolls or special treats at various times.   
• continual recognition 
 
 

Guiding: What tips/advice do you have to share? 
• Regular Check-in Meetings; ask how you can better support  them 
• Ensure they want the guidance - sometimes it is ok to let them try on their own and fail 
• have quarterly individual conferences with employees to check in  
• Being sure to check in on them and encourage them. Ask what they need. 
• review your notes from last week's session to prepare for this week's session, in advance of the 1 
• have regular check in meeting to see how things are going, what is working well, not well, what 

assistance or questions have 
• Provide the annual review in writing before meeting with the employee. This allows better 

discussion (and listening) to occur during the meeting itself. 
• One and one check in's and spend time observing their work  
• communication 
• quarterly  check in meetings and this can be used then at annual reviews  
• Have check in meetings, frequency determined by the employee's needs 
• The path can change. Be open to that. 
• Provide regular check ins with the employee....and allow the conversation to be directed by the 

employee 
• talk about goals and accomplishments at check-in meetings 
• Help them decide on a goal for the year. 
• Create an environment where employees have the ability to learn from their mistakes as well as 

their successes.   
• Our office is an attorney’s office. Instead of working with one lawyer, support staff do various cases 

with various lawyers, so they get input from a variety of people.  



• I believe when it comes to guiding and supporting you need to have an open door policy, be 
available to train if they are training with you, be there to answer questions when odd scenarios 
come up, make sure workers are able to work together if they are cross training with another co-
worker. 

• Make time to spend understanding there day to day so you are able to provide more clear guidance. 
• Ask them to review what they want to accomplish and include those goals with the ones that are 

necessary for the job.  
• take notes and share with them following meetings 
• Be open to the employees new ideas too so they can own it too. 
 

What should happen in the check-ins? 

• Check in on goals 
• ask what they are working on 
• what's going right, what's going wrong 
• What motivates them? 
• Discuss work priorities and objectives.   
• Try see if anything is going on that you need to know about. 
• Go over what has happened since last meeting, things you were to work on/ improve. 
• Ask for feedback, what works for them, their goals 
• questions and/or concerns 
• ask how the employee feels things are going in their job 
• How are things going? 
• What are they struggling with? Any concerns, what is going well, what they are most proud of that 

they accomplished this last month. 
• Review their current work or projects 
• A staff directed conversation 
• goals, how things are going, if there are any concerns 
• workload, what do you need from me, work/life/balance - leaving work at work  
• See what is working and what is not for the employee 
• update on work projects, what’s working what’s not working, how can supervisor support them  
• Ask them how they feel they are doing 
• Review goals, review issues, discussion solutions 
• professional development and training 
• what is going on, what they need help with, if there is anything that i can do for them, where they 

are at with their goals 
• Employee sets most agenda items, recognition of positives happening, seek 1-to-1 feedback on 

projects, etc. 
• Discuss what they enjoy, how I can maximize their time and efforts, also wins and challenges 
• What's happening? What do they need?  What have they noticed is needed by others? 
• we highlight a strength the employee has possessed since meeting last 
• any issues or questions that they have 
• Ask them if there is anything they need -- equipment, training, etc. 
• Ask about workload, ask about any struggles and LISTEN 
• What current projects are being worked on, any issues with those projects, future goals, timelines?  
• I ask for feedback from them on my supervision.  What is something that I can improve upon? 



• ask for a status update on their training and what types of questions they have 
• After discussing work items, I always try to have a brief conversation about them such as how are 

their kids, how was their vacation, etc.  I also ask if there is anything more they need from me 
• Exchange information about what is coming - seek feedback 
• Let the employee talk more and the supervisor listen and respond when appropriate. Reflective 

Supervision-Proactive approach. 
• I appreciate it when both own it. Otherwise, I feel disinterest. 
 
What are some things you can do if you don't have a coach's mindset? 
• Try to remember when you were learning and how you would like to be coached 
• Ask myself why I feel that way? 
• remember my responsibility as a supervisor and own it 
• Check into why I'm doing what I'm doing. Be self-aware. 
• Reflect on how you can help the employee  
• ask the employee what you can do that would help them 
• Take a break and don’t coach at that moment everyone has an off day or moment 
• Try to be aware of why I feel that way  
• Try to refocus my thoughts around what my role and responsibility is to my staff 
• Be patient and realize everyone learns differently and some people quicker than others. 
• Be self-aware, seeking additional training, 
• Go back to your start at the job and remember how you felt when you were learning 
• Need to find out how the employee learns best - there may be a barrier you don't know about 
• Have another worker who is trained in to help them, it might be a learning at different levels 
• I was new to the agency years ago and need to build/teach staff 
• increased self-awareness....spend more time trying to understand their perspective 
• Recognize everyone learns and grows at a different pace. Equity is critical to supervision. 
 
 


