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INTRODUCTION

Even with an excellent facility, ample fiscal resources, and plenty of professional support, the people who run the
chapter house are the most valuable resources available to a house director. Accountable, pleasant workers can make
the house a welcoming and well-run facility. Similarly, poor performers can just as easily make the house an unpleasant
place to be. Managing a fraternity/sorority house often requires managing people in addition to logistics and resources;
this chapter outlines some of the most important ways to build a strong foundation for managing and supervising others.
Hiring, training, and supervising employees is vital to building a strong team. Whether a house director is working
with student or professional colleagues, each worker plays a critical role toward making the chapter home a happy
place.

THE HIRING PROCESS
Hiring the wrong person is costly. Poor performers drain their colleagues, cost the organization resources, and can
contribute to a low morale. On the other hand, high performers can increase team efficiency, improve team morale,
and help move the organization forward. Finding the right fit during the hiring process is key; an under qualified applicant may need more training or direction than there is time or resources to provide while an overqualified candidate
may feel under challenged or bored in their new role.

JOB DESCRIPTIONS
Taking time to create an accurate and comprehensive job description is important for many reasons. A well-written
job description balances the need to clearly define a role while leaving room for gray areas. Having a clearly defined
role is important for any individual; it’s important to minimize opportunities for staff members to state, “I didn’t know
that was my job” but it’s also important to leave room for a position to evolve and include other duties as assigned.
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JOB DESIGN

RECRUITMENT

Any position should have a complete description, in
writing, before attempting to fill it. The process of creating a written job description helps to determine many
facets of a position including:

In a niche industry like fraternity/sorority housing,
taking the time to connect with potential candidates is
even more important. Attracting the right candidates is
a constant process; waiting until a staff member leaves
is too late to begin seeking their replacement.

•

•

•

Do I need a part or full time person? You may
initially believe you need a full time cook but after
careful analysis you believe the job can be completed in fewer than 40 hours per week.

What skills will the ideal candidate possess? This
helps you create the qualifications as listed on the
position announcement, define minimum qualification, and more.
With whom will the new staff member regularly
interact while at work? These individuals may need
to be involved in the hiring process.

ADVERTISING POSITIONS
Because positions in fraternity/sorority housing are
such unique positions, special attention needs to be
given to where the position is posted.
Here are some examples of advertising venues:
AFLV Career Center:
www.jobs.aflv.org

The following components are essential pieces of any
job description:

This service is one of the few available that exists specifically for fraternity/sorority professionals, including a
specific category for house directors.

•

Association of Fraternity/Sorority Advisors Job
Board:
www.afa1976.org/Jobs.aspx

•

•
•

•
•

•

Job Title

Supervisory relationships including both to whom
the position reports and whether the position supervises others

Summary of minimum qualifications including
degrees earned, work experience, specific skills, etc.
Position overview: It is almost impossible to write
each and every duty and responsibility on a list. A
general paragraph about overall responsibility can
often provide this overview
A list of any unique certifications, skills, or trainings that are required or preferred

Detailed list of duties the position will regularly
perform and responsibilities the position will hold.
These are best listed in terms of most important to
least important and/or from largest percentage of
time spent to duties that are performed sporadically
or irregularly.
General description of the organization and the
working conditions

Job descriptions should be dynamic and written in a
way that allows for them to be amended from time to
time. While it is important to write descriptions that
provide a detailed overview of the duties and responsibilities, it is also helpful to allow room for generality.

Positions are posted within the following categories:
college/university positions, graduate assistant positions, related organization positions, and other.
Other Recruitment Venues:
•

Word of mouth

•

University personnel office

•
•
•
•
•
•

Local newspaper

Fraternity/Sorority Advisor/Office

Local civic and philanthropic organizations
Other house directors

Chapter alumni groups
Previous applicants

Although the AFLV Career Center and word of mouth
are likely the best recruiting tactics, local newspapers
and online forums will likely produce unexpected applicants. However, these types of options of often free
or low cost and, therefore, worth exploring.

AFLV House director’s manual  |     55

All applicants should be required to submit a resume
and letter of interest. Some organizations require applicants to complete a paper application. Collecting these
materials allows for keeping records and ensuring that
the hiring individual or group has comparable information about all applicants before selecting finalists to
interview.
Reviewing applications, resumes, and cover letters allows the hiring body to determine which candidates
meet the minimum qualifications and have the experience and skills necessary for the job.

|

INTERVIEWS

It is wise to personally interview a small group of finalists. Depending on the size of the initial applicant pool,
the finalist group may consist of two to six individuals.
The main goal of the personal interview is to assess a
candidate’s fit. Will this individual get along with the
rest of the team? Will they get along with the students
who live in the house? Is their working style complimentary to the rest of the team? Do they have a positive attitude?

Interviews should include a question and answer period. Moreover, some positions may require additional
tasks or projects to determine the applicant’s level of
skills and competence. For example, finalist for a cook
position may be asked to prepare a meal or demonstrate
their abilities in running a kitchen, especially if there is
other staff.

Before the Interview
•
•
•
•
•

Be sure that all involved in the selection process
have complete copies of finalists’ application materials.

Schedule an interview time and date that includes
a start and end time and is in a private setting with
few interruptions.

Create a list of interview questions that are relevant
and legal.
Do your homework; review the application and resume ahead of time. Make sure all dates and names
are consistent.
When possible, invite a house corporation board
member or a chapter leader to assist in the interview process. Two opinions are better than one.

POSITION ANNOUNCEMENTS
It is wise to create two versions of a
job description: an announcement and
a full description. An announcement
is most often a general, single-paragraph overview; it can be easily placed
in a newspaper. Position announcements are usually only a few sentences
and cover the basics: the job title, minimum qualifications, and instructions for
obtaining additional information.

SAMPLE POSITION ANNOUNCEMENT (COOK)
Sorority at Springfield College seeks
full-time cook. Applicants should have
a minimum of two years’ experience,
preferably in a school, hospital, or
cafeteria setting. Salary and benefits
are competitive. Contact Jane Doe,
House Director, for more information at
jane@doe.com

SAMPLE POSITION ANNOUNCEMENT (HOUSE
DIRECTOR)
Fraternity at Springfield College seeks
live-in House Director. Applicants
should have at least two years’ experience in facility management and working with college-aged adults. Separate
apartment includes one bedroom,
bathroom, living area, and has outside
entry. Salary and benefits are competitive. Send resume and letter of interest
to John Doe, House Manager, at 123
University Avenue, Springfield, OR,
98101 or email to John@doe.com.
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SAMPLE SAMPLE
EMPLOYMENT
CONTRACT
FOR HEADFOR
COOK
EMPLOYMENT
CONTRACT
HEAD COOK
Be sure the contract is approved in advance by the house corporation and the
health department (please refer to the sections about health department rules,
etc.).
For the considerations to be received and under the terms stated below,
______________________ agrees to perform and fulfill the duties of Head Cook for the
____________________ Chapter of ____________________.
I.

Terms of Employment
a. From: _____________________________ To: _______________
b. Vacation dates: _________________________________________
c. Thanksgiving From: __________________ To: _______________
d. Semester Break From: ________________ To: _______________
e. Spring Break From: ___________________ To: _______________

II.

Remuneration
a. The salary of the Head Cook shall be
($
) per month, payable on
the last day of each month following the date employed for _____ months.
b. Federal and State withholding taxes shall be deducted.
c. The chapter (will/will not) provide full Social Security coverage based upon a
salary and perquisite figure tailored to the employee’s situation and (will/will
not) provide workman’s compensation insurance.

III.

Relations with Chapter Residents and Other Employees:
a. In all contacts relating to employment, the planning of menus, food costs, and
complaints, the Head Cook shall confer only with the House Director and
persons officially delegated to represent the chapter.

IV.

Health Standards
a. A current food handler’s health certificate shall be furnished by the Head Cook
to the employer throughout the term of employment. In the event of illness
which may become a threat to the health of the living group residents,
temporary suspension of duties and/or a statement of adequate health signed
by a qualified physician may be required by ___________________ chapter. A
_______________ County food service worker permit is required prior to
employment.

V.

Conditions of Employment
a. When unable to perform the requisite duties, the Head Cook shall provide a
substitute acceptable to the chapter. If absence is due to illness or disability,
payment for the substitute shall be borne by the ________________ chapter for
a maximum of three (3) days per semester. Otherwise, the Head Cook will
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assume the expense. Names, addresses, and telephone numbers of one or
more substitutes shall be provided to the House Director by the Head Cook.
VI.

Duties of the Head Cook
a. Advise the House Director as to the quantity of food needed and assist with the
planning of menus.
b. Prepare planned meals alone except when an assistant is assigned this duty.
c. With the exception of special occasions, meals shall consist of lunches and
dinners on Mondays through Fridays plus prepared dinners which can easily be
heated or completed by others on Saturdays. Daily number of servings per
meal will vary but will average _________ to _________. Monday evenings
with new members present will average _________ to _________. Other
special occasions with guests will be recruitment events, guest dinners, moms’
and dads’ weekends, etc.
d. Supervise serving of food. Servers sometimes help in dishing up food for
individual servings and will need instructions as to the number to be served as
well as the type of silver and dishes needed.
e. Take care of food supplies and leftovers. Under no circumstances shall food be
removed from the premises for consumption by employees.
f. Maintain a neat and clean appearance (hairnet is required).

VII.

Termination of Employment
a. Termination of employment shall be effective upon approval of the House
Director, the chapter president, and other boards or individuals designated by
chapter.
b. This contract may be terminated with or without cause by either party upon
thirty (30) days written notice to the other party.

APPROVED:
House Director: _______________________________________________ Date: ________
Chapter President: _____________________________________________ Date: ________
Alumni/ae Advisor: ____________________________________________

Date: ________

Head Cook: _________________________________________________

Date: ________
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During the Interview

After the Interview

•

Start on time.

•

•

Ask each candidate the same list of previously determined questions, taking notes for later reference.

INTERVIEW QUESTIONS

•

•

•

•

•

•
•
•
•

•
•

Greet the candidate warmly by name to put him/
her at ease. Introduce yourself (and anyone else
participating in the interview) so s/he can call you
by name.

A few minutes of small talk can be effective in
establishing rapport. In going from small talk to
the actual interview, bridge the gap with a comment such as, “We have a list of interview questions
prepared, feel free to ask questions throughout the
interview, if you have any.”
Don’t be uncomfortable with slight pauses and refrain from breaking in with unnecessary comments;
wait the person out as s/he will often add a point
rather than allow the conversation to stop. Let the
candidate answer the question. The more s/he talks,
the more you will learn about him/her.
Refrain from showing surprise at anything an applicant says, never openly disagree, and never crossexamine. Any of these reactions may cause the
person to freeze up and may cause them to answer
in a more guarded, canned manner.

Remember the interview is a two-way street. In addition to asking candidates to respond to questions,
allow them to ask questions of the hiring committee/individual.
Try to evaluate the applicant’s attitudes, interest in
the position, and their ability to do the job.
Do not allow for phone or personal interruptions.

Try to assess how the applicant will fit in with the
rest of the team and the students who live in the
house.
Provide a tour of the facilities and/or work space.
Observe how the candidate interacts when introduced to staff or chapter members and how many
questions s/he asks about the job during the tour.
What observations does the candidate make?
Note the candidate’s appearance, body language,
listening skills, and general ability to respond effectively to the questions and comments.
End on time.

Ensure the candidate is aware of the hiring timeline including the hiring committee’s plans for
moving forward, when they’ll be updated regarding a decision, and if anything additional is needed
from them to maintain their candidacy.

It is essential to take time to create a complete list of
interview questions. A well-structured list of interview
questions ensures that the interviewing authority will
obtain comparable information on each finalist. Each
question asked should serve a purpose and should be
asked with the intention to gather important, needed
information.

Appropriate Interview Questions
Appropriate interview questions aim to inform whether
or not the candidate possesses the skills and ability to
perform the job and whether they will fit in with the
team.
There are several type of interview questions:

Competency Questions:
Competency questions aim to more deeply assess an
applicant’s knowledge, skills, and abilities about the job
for which they are applying. These might include asking
the applicant to more deeply describe the duties of their
most recent or applicable job or to explain their skill
level regarding a specific duty or responsibility.
•

How do you manage a kitchen?

•

How do you prioritize tasks and responsibilities?

•

What is your approach to facility management?

Behavioral Questions:
Behavioral questions ask applicants to give specific examples about past behavior in order to understand their
style and to anticipate future behavior. The key with
behavioral questions is for the applicant to tell a real
story about something they have done. The answers are
meant to be narrative rather than hypothetical.
•
•

Tell me about a time you had to give someone
negative feedback.

Tell me about a time you had to accomplish several
tasks at once; how did you prioritize them, how did
you juggle them, did you complete them on time?
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Fit Questions:

Fit questions help determine whether the candidate has the attitude and personality the hiring authority is seeking. An applicant’s responses will give the interviewer a better idea if the person will enjoy working with the
organization and whether those in the organization will enjoy working with them.
•

Describe your ideal work environment.

•

What constitutes your ideal work team?

•

What did you like most about your most recent (or current) job? What did you like the least?

Avoid asking questions that can be answered with a simple yes or no. You learn little from this type of question.

Correct (open-ended)

Incorrect (yes or no answer)

How have your past job experiences prepared you,
directly or indirectly, for this position?
How would you describe your previous supervisor?
Describe an unpleasant work situation in the past and
explain how you dealt with it.
What methods do you use to make decisions?
Under what kind of conditions do you feel you learn
best?
If you could create the perfect job for yourself, what
would it be and why?
Give some examples of situations in which you have
been criticized. How did you react?

Do you feel you are qualified for this position?
Did you get along with your last supervisor?
Are you able to handle difficult on-the-job situations
easily?
Do you consider yourself a good decision maker?
Can you learn quickly under pressure?
Have you ever thought of doing any other type of
work?
Can you accept criticism well?

Inappropriate Interview Questions
The Civil Rights Act of 1964 protects employees from being discriminated against based on factors that have no
bearing on their ability to perform a job. These factors include: race, skin color, sex, religion, and national origin.
The Age Discrimination in Employment Act (ADEA) applies to nearly all companies with 20 or more employees
and prohibits discrimination on the basis of age and protects individuals who are 40 and older. The Americans
with Disabilities Act (ADA) of 1990 prohibits discrimination against qualified individuals with disabilities.
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Therefore, any interview question that asks an applicant
to disclose any of the above noted identities is not only
inappropriate, but can be interpreted as being illegal.
Topics to avoid asking about include:
•

Marital status

•

Birthplace

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Socioeconomic status
Military discharge status

Whether the candidate has children or their children’s ages
Length of stay at applicant’s current residence
Previous address

Name of applicant’s church, priest, rabbi, or minister
Female applicant’s maiden name
Family planning arrangements

7. What are you hoping to gain from this job?

8. What factors do you consider important for quality
food preparation?
9. Please describe the worst conflict or hardest task
you faced in the past year and how you handled it.

10. If you were a health inspector, what would you look
for in terms of ideal standards of sanitation?
11. Please read this recipe and tell me how you would
go about preparing it.
12. Please write down the ingredients of one of your
favorite recipes.

13. What are your specialties in terms of food preparation?

Kitchen Assistant
1. What does kitchen cleanliness mean to you? How
do you display that definition in the workplace?

Age of applicant

2. Tell me about a time you sacrificed service for
cleanliness or health.

Where applicant’s spouse, parents, or family reside

Servers

Name of applicant’s bank, outstanding loans, bankruptcy status, etc.

2. What type of supervisor is ideal for your work
style?

Childcare arrangements

If applicant’s residence is owned or rented

If the applicant has ever been arrested

If the applicant has served in the armed forces

If the applicant can read, speak, or write a foreign
language (unless it’s a job requirement)
If the applicant has a disability			

Sample Interview Questions
Cook
1. Please describe your past job experiences.

2. What did you like most about your last job? What
did you like least?
3. How would you describe your ideal job?

4. What accomplishments are you most proud of ?
5. What do you consider to be your greatest
strengths?

6. What do you consider to be your greatest weaknesses?

1. Describe your approach to customer service.

Housekeeper
1. How do you best manage a cleaning schedule?

2. How do you prioritize work in terms of areas that
require light cleaning, those that require heavy
cleaning, and how often?
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CHECKING REFERENCES
1. Identify yourself and state the reason for calling
2. Ask the reference to describe the applicant’s:
•

Quality of work

•

Ability to work without supervision and to
take initiative

•

•
•
•
•
•
•

Ability to follow instructions

Problem-solving ability
Attitude toward work

Relationship with supervisor and co-workers
Attendance and punctuality
Appearance

Ability to accept criticism and suggestions

3. Ask the reference whether they would hire the
applicant again?
4. Verify work dates provided on the applicant’s
resume/application

5. Thank the person for their time and assistance.

BACKGROUND CHECKS
Background checks are important and are essential
for any staff person who will be working in a fraternity/sorority facility. Students’ safety is not only essential, but for some organizations a legal duty and it
is irresponsible to hire a person who may jeopardize
that safety. It is important to determine what type
of past legal infractions are deal breakers. Sexual or
assault-related offenses and felonies may be easy to
determine as infractions that cannot be overlooked.
However, thought needs to be put into the type of
infractions that will be acceptable.
Make decisions regarding how your organization
feels about the following:
•

Habitual traffic offenses

•

Theft – and at which level

•
•

Crimes committed as a minor
Crimes involving alcohol and/or drugs

Background checks can be performed at a reasonable expense. Contact your local police services for
additional resources.
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HIRING

Once a decision has been made, a verbal offer should be extended. In the hiring process there are conversations
that need to occur verbally and agreements that need to be in writing. A contract must be signed by both the hiring authority and the new staff member.

Agreement
Start Date
End Date (if applicable)
Supervisory and Accountability
Structure
Working Hours
Pay Period
Pay & Benefits
Types of Leave
Overtime Pay
Holidays
Process for Resignation
Cause/Process for Termination
Worker’s Compensation
Handing Grievances
Dress Code
Chapter Information
Policies on Sexual Harassment
Process for Performance Evaluation
Conflicts of Interest
Travel & Business Expenses

Verbal

Included in
Contract

√
√
√

√
√
√

√
√
√
√
√
√

√
√
√
√

√
√
√

√

Included in
Personnel Manual

√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
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THE CONTRACT PROCESS
A written employment contract should be signed by
both parties before the staff member begins work. The
new employee should also sign a statement that s/he
has read the personnel manual and agrees to its provisions.

THE FIRST DAY
The ideal first day is the time for creating a relationship and providing job orientation. Ideally, it includes
an overview of the standards, expectations, employment
contract, and the personnel manual. Especially in regard
to reviewing the personnel manual, the opportunity to
review structures, policies, and procedures creates an
open environment to set expectations, discuss performance planning, and discuss the organization’s mission
and vision.
In addition, consider the following for the first day’s
schedule:
•

Tour of chapter facility

•

Meeting with relevant chapter leaders

•
•
•
•
•
•
•

Review of the job description

Meeting with relevant alumni/ae

Meeting with other relevant staff or members of
their work team
Review of daily/weekly/monthly work schedule
Job shadowing (if possible)

Time to explore and set up his/her new work space
Instructions for using necessary equipment

At the end of the first day/shift, offer the new team
member the opportunity to ask questions, get clarification, and give feedback. What more do they need to
know to best perform their new job? Is there anything
they need in order to perform at their best? What
can you do for them to best adjust to the new team or
environment?
In fraternity/sorority housing, it’s important to infuse
the chapter members in the process of welcoming a
new staff member. Depending on the new staff member’s role, the chapter members should consider options
for making them feel welcomed and helping them
adjust to their new environment.

For a House Director who will be moving into the
facility, chapter members might consider:
•

Helping with the moving process

•

Giving a housewarming gift that represents the
group

•

•

Arranging one-on-one or small group introductory
meetings to create relationships

Arranging a special, celebratory welcome dinner or
event

For a cook, chapter members might consider:
•
•
•

Providing extra assistance in the kitchen the first
week or two

Giving a welcome gift that represents the chapter
Providing a special toast to give during the first
formal meal the cook prepares

|

PERFORMANCE PLANNING

The expectation for strong productivity is one that is
established as early as how the job description is written and during the applicant’s first interaction with the
chapter during the application stage. However, a formal
conversation that sets the performance expectation is
best to schedule for within the first month of employment.
Performance expectations don’t fit well in the first day
(or even week) of work because it is important that new
staff member get a solid sense of the organization and
their role within it in order to be able to understand
their new position well enough to set performance
goals. Consider making a meeting one month after the
start date with the plan to discuss how the staff member is settling in and to discuss performance expectations and goals for the year.

What
A written performance plan should be created and
referred to over the course of the evaluation cycle. The
performance plan documents performance expectations
and shows how the employee will be evaluated at the
end of the cycle. Using a cycle that is annual or based
on the academic year is most often the easiest and most
manageable. In order to work well, performance planning must work cyclically. It begins with goal setting,
has check-ins throughout, and ends with a performance
evaluation; thinking cyclically, the evaluation moves
directly into setting goals for the next year/cycle.
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Why
There are many reasons for performance planning.
Although good performance planning takes an enormous commitment from both the supervisor and the
employee, a well-managed process is critical for an
organization that is supportive and efficient. Answering
the questions “Why am I here? and “Why is my role
important?” is one of the most common and important
needs of employees. A well-run performance planning
system never leaves staff wondering if they are valued.
Performance planning is the best way to document a
staff member’s performance. Whether that staff member is performing well or poorly, a well-documented
performance planning system documents feedback and
work toward (or lack of work toward) goals and expectations.

How
Setting performance expectations can be thought of as
a four-step process:
1. Discuss the job in terms of desired outcomes
2. Establish performance criteria
3. Set goals

4. Establish a system and timeline for formal review

Discuss the job in terms of desired outcomes
Review the job description in terms of expected outcomes. Job outcomes are related to, but different from,
job duties. A job duty illustrates what task must be
done while a job outcome illustrates what the end result
looks like. For example, a job duty for a housekeeper
may be to maintain and clean the common areas for
the chapter facility; a parallel outcome may be to ensure
that the common areas of the house are clean, tidy,
and presentable. Presenting a job in terms of desired
outcomes informs performance expectations. This perspective also helps the employee understand how his/
her role fits into the big picture, how their work affects
others, and how it contributes to the overall operation
of the facility.

Establish performance criteria
Before setting goals which against one will be measured, the employee must first fully understand how
they will be evaluated. Think of the performance criteria
as categories of performance under specific goals and

expectations. Possible criteria include: job knowledge,
accountability, feedback, interpersonal relations, verbal
and written communication, motivation/commitment,
professionalism, and problem solving.

Set goals
Both the employee and the supervisor should contribute to the list of goals; the employee sets goals for
him/herself and the supervisor sets goals they want
the employee to achieve. Goals should be set for each
performance criteria; the number of goals per criteria
should be small, especially if there are several criteria on
the performance plan.

Establish a system and timeline for formal review
It is easiest to manage an annual review process. In a
campus environment, it’s easy to begin this process is
the fall when classes begin and end the process when
classes end in the spring. This allows for mid-year,
winter check-in. At the initial meeting, agree on the
frequency of check-ins and schedule them, if possible.
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SAMPLE PERFORMANCE PLAN
Name
Title
Date of Initial Goal Setting Meeting:
Core Competencies

Core Competencies are not rated at year end as whether or not they have been ‘met’ or to what degree; rather
the goals set for each particular competency are evaluated in terms of progress and development toward.
Job Knowledge/Potential:
Is aware of all job duties and responsibilities and knows of the resources that can assist in performing those
duties and responsibilities effectively and efficiently. Displays creativity and innovation in meeting and exceeding
expectations.
Goals for this Core Competency:

Accountability:
Accepts responsibility for actions. Accepts and works with changing conditions and situations in work
responsibilities. Handles conflict in a constructive manner. Willing to accept direction and supervision. Seldom
needs to be reminded. Is fully ready to work at beginning of work schedule and continues until workday is done.
Does not abuse workplace privileges, including leave.
Goals for this Core Competency:

Feedback:
Effectively gives and accepts timely feedback and constructive criticism and makes appropriate changes when
necessary. Practices tact and diplomacy in both giving and receiving feedback; is aware of the impact they have
on other when giving feedback. Listens to feedback and seeks solutions that are acceptable to all who are
involved. Shares feedback directly with the colleague or person involved rather than with others.
Goals for this Core Competency:

Interpersonal Relations:
Maintains smooth working relations and the support and respect of others in the office. Demonstrates tact and
diplomacy in negotiations or confrontations with others. Is accessible to others and responsive to their questions,
needs and concerns. Supports and appreciates the diversity of co-workers, students, customers, and visitors.
Shares information, credit and opportunities. Displays the ability to establish rapport with internal and external
customers and colleagues.
Goals for this Core Competency:

Team Contributions:
Displays an appropriate balance between personal effort and team effort. Refrains from communicating –
verbally or non-verbally – in a way that says, “that’s not my job.” Shares ideas freely and gives credit where
credit is due. Shares resources and information freely and willingly. Is considerate of the communication styles of
others and works to make improvements when differences are an obstacle.
Goals for this Core Competency:


1
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Communication: Verbal and Written:
Uses appropriate language and terminology. Makes every effort to communicates in a manner that is
understood, courteous, and effective. Demonstrates effective listening skills and doesn’t interrupt others. Seeks
and considers ideas from others when necessary. Keeps supervisor and co-workers informed. Prepares written
communications/documents that are complete, clear, and understandable.
Goals for this Core Competency:

Customer Service:
Provides prompt and friendly service to internal and external customers. Helps identify customer needs through
courteous questioning and a sincere desire to be helpful. Follows up with customers, as appropriate, to insure
satisfaction. Considers/recommends alternatives to customers when needed.
Goals for this Core Competency:

Motivation and Work Ethic:
Displays drive and energy in accomplishing tasks. Handles several responsibilities concurrently. Puts forth extra
effort when needed. Agrees to modify schedule or adapt work style when necessary. Is a self-starter and has the
ability to work autonomously. Displays positive attitude in work assignments and interactions with others.
Consistently pursues professional development.
Goals for this Core Competency:

Competence in Managing Timely Logistics:
Demonstrates great attention to detail. Works accurately, neatly, and is able to explain their style and process to
others when necessary. Completes work thoroughly in a reasonable amount of time.
Goals for this Core Competency:

Professionalism and Responsibility:
Can consistently be relied on to perform in a professional manner. Accepts responsibility for all areas of job and
displays a commitment to continually improve. Acts as a professional role model to others including
subordinates, students, event colleagues, and interns. Meets or surpasses established goals. Conveys a positive
and professional image of the office to the fraternal community. Accepts responsibility for missteps and mistakes
and works to make improvements to work when necessary.
Goals for this Core Competency:

Problem Solving/Reasoning:
Recognizes and analyzes work related problems and takes the initiative to offer solutions. Solves problems
independently whenever possible and appropriate. Uses available resources to evaluate and recommend
potential solutions to problems. Practices the ability to use good judgment to arrive at sound conclusions. Takes
timely action and avoids repeated mistakes. Is ability to think ‘outside of the box’, conceive creative solutions,
and avoids viewing issues as being ‘black and white’.
Goals for this Core Competency:


2
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Team Duties
Shared Team Duty #1


Check-In Date

Progress Notes

Shared Team Duty #2


Check-In Date

Progress Notes

Job-Specific Duties
Job-Specific Duty #1


Check-In Date

Progress Notes

Job-Specific Duty #2


Check-In Date

Progress Notes

Professional Development
Goal #1


Check-In Date

Progress Notes

Personal Development
Goal #1


Check-In Date

Progress Notes

3
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GOAL SETTING

A strong performance planning structure is one that,
when implemented well with commitment from both
the employee and the supervisor, creates and supports
an environment where the people truly are the organization’s greatest asset. The most obvious piece of the
performance plan is the formal laying of expectations
and, later, evaluation of staff. However, good performance planning includes many components, only one
being whether or not the employee is performing the
functions of their job. It also includes areas regarding
whether or not the employee is supporting the culture
and long-term objectives of the organization.

Goal Setting & Development Plans
The primary purpose of performance planning is to
provide a setting in which supervisors and employees
can discuss ways of enhancing results. Supervisors and
employees should mutually design a plan that is realistic, specific, attainable, and tied to a timetable. One
of the most important pieces in developing this plan is
goal setting.

Goals should be developed at three levels:
1. Organizational
Organizational goals impact the organization at the
highest and most general level of functionality. These
type of goals are broad and work directly toward the
organization’s mission and vision.

2. Team
Team goals focus on the progress of the team and
developing and improving the work environment of
the work team. Team goals are often centered around
the dynamics, communication, process, and efficiency
of the group.

3. Personal
Personal goals focus solely on the individual worker
and his/her ability to complete their job in the most
professional, efficient, and effective way possible.

Employees’ annual goals should be driven in three ways:
1. Employee Driven
These are goals the employee sets for him/herself as
a result of their own interests and needs for development. These should account for approximately 25% of
the goals.

2. Supervisor Driven
These are goals the supervisor sets for the employee
without feedback from the employee. These are
most effective when they are organizationally driven
(Spend 5% less on food) rather than personally driven
(Interrupt less). These should account for approximately 25% of the goals.

3. Employee and Supervisors Co-Driven
These are goals the supervisor and the employee
develop in partnership. Usually one has an idea but
the idea is discussed in detail and a goal is developed
based on feedback and thoughts from both parties.
These should account for approximately 50% of the
goals.

Consistent Check-ins
Performance planning is a partnership; both the employee and the supervisor have a responsibility to be
fully invested in the employee’s progress toward the
goals. Taking the time to review and revise goals is second only to taking the time to create the performance
plan in the first place. For staff members who work the
full academic or calendar year, quarterly check-ins are
ideal. It is easy to use the academic calendar as a guide
and schedule check-in meetings during midterm and
finals weeks of each semester.
Check-in meetings play a huge part in a commitment
to open communication between a supervisor and an
employee. They allow for progress to be discussed and
documented on an ongoing basis and, when done well,
leave no room for surprises at the annual review meeting. Check-in meetings allow for good performers to
receive regular feedback that praises their performances
and allow poor performers to have regular, formal, and
documented feedback about the need for improvement.
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At check-in meetings, the goals should be reviewed and
first determined if they still make sense as they currently exist. There are many instances where revising
a goal can further challenge and define an employee’s
annual work plan and others where removing a goal
altogether makes sense. For instance, a goal that states
“Complete landscaping and beautification projects for
front lawn after new city sewer lines are laid.” doesn’t
make any sense if the city reschedules their replacing of
sewer lines.

Some use the term coaching to discuss the consistent
conversations about performance. Regardless of the
term preferred, the ideas around the terms feedback
and coaching (and others like them) are the same. They
consist of the commitment to provide continual and
ongoing training and development toward meeting
individual and organizational goals.

Performance Reviews

For high performing employees, feedback provides
them with the support they need to continue a job
well done. Good employees are people we hope stay
around. Positive strokes and feedback will contribute to
a pleasant environment in which they feel appreciated.
Additionally, happy employees are more productive
employees.

We recommend using the same performance planning document throughout the planning cycle (the
academic/calendar year or the duration of a temporary
contract). Doing so keeps expectations and goals fresh
and at the forefront of both the supervisor’s and the
employee’s minds. While checking in on goals should
be done several times throughout the year, the formal,
annual review should occur once at the end of the cycle.
We believe in the presence of a formal, annual review
that informs formal aspects of an employee’s employment such as raise, contract renewal, and other tangible
forms of reward. Think of the annual review as the final
editing of a performance plan that has been in draft
stage until that point; all goals are relevant, notes from
regular check-ins are recorded, and the final review of
the employees performance for the cycle is formalized
in writing.

|

GIVING FEEDBACK

It is important that workers know whether or not they
are meeting the expectations of performance. The main
way workers get this sense is through feedback from
their supervisor. Consistent and direct feedback is essential in any workplace but it is too often overlooked
or not prioritized. This happens mainly because:
1. Too many organizations run on the “no news is
good news” philosophy.

2. People tend to assume that if they are not getting
negative feedback, they must be doing fine.
3. Delivering bad news is difficult.

Most people are uncomfortable giving negative feedback so they avoid it altogether.

Consistent feedback is very important with both high
and low performing employees.

For low performing employees, feedback – especially
feedback that is documented in writing – creates a
structure for clear expectations for improvement and,
therefore, supports decisions around grievance or corrective action later on, if needed. Too often, supervisors
find themselves wanting to formally discipline (or even
terminate) a staff member who has performed at a
consistently low level for some time, but feel trapped by
the lack of documented feedback they have provided to
that staff member in the past. Feedback should be consistent so an employee who performs at a consistently
low level doesn’t have the opportunity to say, “I never
knew I wasn’t meeting expectations.” or “This is the first
time I’ve ever been told about this problem.”

Developing Feedback Skills
Developing feedback skills is not unlike developing a
skill in any other area such as music, sports, or cooking.
The key is practicing; what used to feel awkward and
uncomfortable will become more easily approached
and less emotional. Giving feedback, especially negative
feedback does not have to be upsetting for either party
involved; there are many tricks for making the process
more comfortable for both the person delivering the
feedback and the person receiving it.
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TIPS FOR GIVING FEEDBACK

State facts, not opinions

Replace the word “and” with “but”

It’s the supervisor’s responsibility to address performance, not personality. Stating facts avoids the opportunity for the conversation to feel personal to the
employee. If the employee is confronted with facts
about their performance versus the supervisor’s interpretations of them as an employee, it is less likely they
will become defensive.

Using the word “but” can automatically negate everything you said before the “but”, no matter how positive.
Many supervisors think that ‘starting with a positive’
is beneficial. While that can be true, it is important
to present both parts of the two-part statements as
individual facts and not as though one depends the on
the other.

“Manuel, it seems like you need some help with grocery
shopping so we don’t run out of food over the weekend.
How can I help?”

“Jeff, you’re a hard worker but I need you to arrive on
time more consistently. Is that something you can do?”

Poor example:

•

This statement insinuates that Manuel’s inaction
is the reason for the groceries being low. Whether
or not that’s true, Manuel is more likely to feel
defensive when approached with this statement.

Better example:

“Manuel, we’ve been low on groceries by the end of
the weekend for the last three weeks. Can you look into
this? “
•

This statement purely states a fact and makes no
assumptions about Manuel’s performance. It also
doesn’t assume that Manuel already knew about
the issue. Finally, it gives Manuel the responsibility to use his expertise to explore solutions.

Poor example:
•

When Jeff hears this, does he believe that you
think he is a hard worker? More often with statements like this, the employee hears the opening
compliment but writes it off as a buffer to the
negative feedback.

Better example:

“Jeff, you’re such a hard worker and I’ve noticed you’re
coming in late more frequently. What’s going on?”
•

This statement sounds more like you’re surprised
to see Jeff coming in late, which would be true if
he is, indeed, a hard worker. Asking Jeff what’s
going on gives him the opportunity to share the
reason he’s been late without fear of being reprimanded.

Use “I statements” instead of “you statements.”

Address impact

Using the word “you” can automatically make a person
feel defensive. It also makes it difficult for the person to
separate the behavior from the person, which may cause
a negative reaction to the feedback.

If an employee doesn’t understand how their actions
or inactions affect others, the problem doesn’t seem as
evident. Being able to describe the impact their work
has on others helps the employee feel like they are an
important member of the team who makes a difference.
On the flip side, it’s important for the employee to have
the opportunity to share impact with the supervisor;
they may be acting or not acting in a certain manner for
a reason that’s not evident.

Poor example:

“Sue, you seem less committed to work lately, what’s
going on?”
•

This statement makes a pretty broad assumption
about Sue’s loyalty to the organization and is
likely to hurt her feelings.

Better example:

“Sue, I’m noticing a change in your mood. Is there anything I need to know?”
•

This statement indicates a feeling you have rather
than assuming you know how Sue feels. It also
gives Sue the opportunity to share with you in a
non-confrontational way. Perhaps Sue is experiencing grief related to her personal life and sharing with someone would help her.

Poor example:

“Mary, the paper towel dispenser in the public restroom
seems to run out by mid-week most often. This impacts
the guests, since they are the most frequent users of this
restroom. Will you start filling it twice a week, please?”
•

Mary may be consciously opting to refrain from
filling the dispenser to save money – a priority
you’ve previously indicated as being very high.
She may think this decision saves the chapter
money and you appreciate that.
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Better example:

“Mary, the paper towel dispenser in the public restroom
seems to run out by mid-week most often. This impacts
the guests, since they are the most frequent users of
this restroom. What’s the best solution to this, in your
opinion?”
•

This statement empowers Mary to give suggestions and shows her that you value her expertise.
It also gives her the opportunity to weigh in
regarding why the problem might be occurring.
Perhaps she knows that chapter members are increasingly using the paper towels in the restroom
to bring into the dining room for meals.

Address the issue, not the person.
This is similar to the practice of stating facts, not
opinions but with a twist. Making a statement that
addresses the issue/problem feels more impersonal and
objective to the employee.

Poor example:

“Linda, you need to do a better job cleaning carpets.”
•

This statement may make it seem as though
the problem is about Linda and not about the
carpets.

Better example:

“Linda, the carpets are not as clean as they need to be.”
•

This factual statement makes your expectations
clear. While hearing a statement that is this direct may make Linda uncomfortable, it would be
difficult for her to interpret this as an attack on
her personally.

Listen to the employee’s perspectives and genuinely address concerns.
We believe supervisors should always assume their
employees have good intentions. Using this assumption
as a foundation to all feedback can create and sustain
a strong working relationship that is built on trust and
is mutually beneficial. When feedback is received it is
natural for most people to feel as though they ought to
respond. Supervisors who take time to listen to these
responses will often grow to not only better understand
the issue at hand, but also better understand the employee as an individual.

Recognition and Reward in the Workplace
Most organizations boast their employees are their best
assets but their actions lead us to believe otherwise. In
order to be a successful organization filled with happy
and hardworking people, leaders and supervisors need
to be able to “walk their talk.”
Many organizations think staff can be easily replaced.
While it may be true that a vacant position can be filled
quickly, the value of keeping an employee and team
member who is invested and has organizational knowledge cannot be overlooked. In other words, taking time
to make sure employees are happy is essential to any
and all organizations, no matter the size or industry.
Reward and recognition is much more than saying
“Good Job” and recognizing good work with a token,
gift, or pat on the back. In order to fully understand
how and why employees are driven to perform well, it’s
important to understand the reasons employees most
often perform poorly. As a supervisor, if you can create
a culture where these reasons for underperformance can
be fended off, your employees will be more successful.

Reasons Why Employees Fail to Achieve Desired
Performance Results:
1. They focus on less important activities

2. There are barriers and obstacles in place that prevent them from performing better
3. Their jobs are poorly designed

4. They don’t know how to measure or evaluate their
performance
5. They don’t feel safe asking for help

6. They are fearful of repercussions for doing their job
incorrectly
7. They don’t trust their managers

8. They don’t have the knowledge or skills needed to
do their job
9. They don’t know how to do their job

10. They don’t understand their job responsibilities

11. They think there is a better way of doing their job
12. They are not confronted when they don’t perform
their job correctly
13. They refuse to produce the required performance
outputs
14. They think they are doing their jobs correctly
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15. They have personal problems that are preventing
them from doing their jobs correctly
16. They are not rewarded for doing their job

17. They are rewarded for doing less important activities
18. They are asked to do one thing but are rewarded for
another

The Importance of Documentation
Any disciplinary act should be thoroughly documented
in writing. Thorough documentation includes the date,
time, and a detailed description of the incident as well
as the conversation addressing it. Generally, there are
two types of documentation: an ongoing log and formal
notice.
Supervisors are wise to keep an ongoing log that documents employee performance. This type of documentation is less formal and is a good way to document less
serious incidents where performance standards aren’t
met. For example, if an employee is late for work, but
irregularly, many supervisors don’t think to document
the incident(s) or even address the issue with the employee. Then, six months later, the employee’s tardiness is
increasing and becoming more regular. If the supervisor
has documented and verbally addressed the incident,
it’s easier to address the issue as being chronic because
they are able to refer to documentation and offer several
specific examples of tardiness in the past. Too often, in
these types of situations, the supervisor finds themselves
addressing the problem for the first time and not feeling equipped to respond when an employee asks, “When
was I late before?” or “You haven’t mentioned previously
that you were concerned about this.”
Another type of documentation is formal notice. Formal
notice may be an option to address ongoing or chronic
problems that do not – at that time – warrant the more
severe approach of corrective action but more than a verbal conversation is needed. Again, chronic lateness may
be an example. A formal notice ought to include – in
writing - the date, a brief description of the issue, and a
brief statement regarding the employee’s commitment to
addressing the issues. It is appropriate for a formal notice
to be given via email or as a printed document.
It is important to note that good performance planning largely contributes to the maintenance of proper
documentation. Performance planning lists specific goals
and, with regular check-ins, documents the employee’s
progress toward those goals. The performance plan is
the ideal location for keeping both positive and negative feedback regarding an employee’s work and perfor-

mance. If a supervisor is uncomfortable with feedback
and delivering bad news, but does regular check-ins on
the performance plan, the regular feedback the employee
receives is automatically improved.

Corrective Action
Taking corrective action is a difficult step and most supervisors are very uncomfortable with the process. When an
employee fails to respond to feedback, coaching, and/or
fails to meet performance goals, corrective action is necessary. Corrective action should not be used as a stop on the
road to dismissal. Instead, it is an action taken that illustrates accountability and the importance the organization
(and you as a supervisor) place on the organization’s needs
and values.
To model ethics and transparency, expectations must
be clear. These expectations come in many forms, most
frequently in the organization’s personnel manual, the
employee’s job description, and in the performance plan.

Dismissal
Having to dismiss an employee is, perhaps, the most difficult thing a supervisor can experience. It happens rarely,
if ever, so most have little to no experience nor do they
feel comfortable with the process. Think of dismissing
an employee as the most severe form of corrective action.
It should only be considered as a last resort as a result of
several failed attempts at corrective action or as a result
of the violation of a major expectation – and one that is
clearly outlined in the organization’s personnel manual.
While dismissing employee is almost always the last step,
there are some instances when it may be the first. It is
important that both the organization and the employee
know what these instances include. For example: actions that put team members or students in grave danger,
actions that caused physical or great emotional harm to
a team member or student, theft, or working under the
influence of drugs or alcohol.

Chapter Wrap Up
Being a supervisor is a great responsibility that provides
opportunities for both employee and supervisor growth
and development. It is not a job responsibility that should
fall by the wayside; on the contrary, it is one that requires
a large amount of time spent. Any organization that
has paid staff has a responsibility to both the individual
worker(s) and the organization as a whole to maintain an
ethical and intentional system for personnel management.

