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Preface 

 

Throughout this manual, the topics that have been covered are considered to be the most 
relevant basics of human resources management. It is meant to serve as a guidance tool for 
board members, staff and executive directors when a related topic surfaces in the workplace. It 
is not meant to be followed precisely but instead, it should be viewed as the building blocks to 
aid in the creation of a workplace human resources strategy.  

 

It is essential for Regional Economic Boards (REDBs) to be actively involved in the concepts of 
human resources that have been outlined in this document. As with many organizations, a top-
Řƻǿƴ ŀǇǇǊƻŀŎƘ ǘƻ ŀŎŎŜǇǘƛƴƎ άōŜǎǘ ǇǊŀŎǘƛŎŜǎέ ƛƴ ǘƘŜ ǿƻǊƪǇƭŀŎŜ ƻŦǘŜƴ ǊŜǎǳƭǘǎ ƛƴ ƳƻǊŜ ŜŦŦŜŎǘƛǾŜ 
behavior. Simply stated, this means that Executive Directors, staff and board members should 
openly practice and appreciate the fundamentals of positive human resources management.  

 

This best practices manual serves as a day-to-day reference guide, which covers many common 
activities within each board including such topics as (but not limited to): recruitment, hiring 
procedures, training and performance objectives, employment development and employee 
stress. As a volunteer-based effort, Regional Economic Development Boards (REDBs) are often 
comprised of members from various educational and professional backgrounds. While this 
provides the REDBs with a variety of experienced members from many different sectors, these 
volunteers may require a level of guidance on various human resources practices in order to 
effectively manage the operations of the board.  
 

 
Overall, the human resources manual is meant to be clear and concise to both the volunteers 
and employees of each Regional Economic Zone Board throughout the province. Since REDB 
members come from a number of different backgrounds, this manual is meant to be an easy-to-
read overview of the fundamentals of human resources. It is also important to note that the 
manual will continue to be edited and additions may be made based on the feedback from 
REBDs throughout the province. As well, since human resources is an always evolving topic, the 
manual will require regular updating.  
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Section 1: Hiring Practices 

 

Attracting and retaining qualified employees is vital to the success of any organization.  
Regional Economic Development Boards (REDB) are certainly no exception; just like many not-
for-profit organizations, turnover can often be higher than average and thus, an emphasis 
should be placed on the hiring and retention of employees.  It is helpful to have standardized 
hiring practices for each respective REDB as this will allow for a smoother hiring process that is 
clear to both employees and applicants. Furthermore, a consistent hiring process will 
dramatically decrease the often overlooked errors when hiring new employees.  The first step 
towards hiring for a position, it is to fully understand the role and responsibilities associated 
with the position itself. From here, the hiring process can be based on this information.  

 
1.1 Preparing a Job Description 
Accurate and concise job descriptions are often necessary for recruiting new employees, 
managing existing employees or reporting to funding agencies. Before starting the process of 
screening applicants, it is essential to understand and be able to aptly describe the position that 
will be advertised and the most important element of this is the job description. Many 
ŜƭŜƳŜƴǘǎ ƻŦ ƘǳƳŀƴ ǊŜǎƻǳǊŎŜǎΣ ǎǳŎƘ ŀǎ ǇŜǊŦƻǊƳŀƴŎŜ ŀǇǇǊŀƛǎŀƭǎΣ ǎǘŜƳ ŦǊƻƳ ŀƴ ŜƳǇƭƻȅŜŜΩǎ Ƨƻō 
description; it is a written record of the responsibilities of a particular job. Some key parts to a 
job description are: job identity, job summary, job duties, qualifications, working conditions and 
salary. The following is a brief description of each section:  

Job Identity: This typically includes the formal job title, job location, job code, job grade and its 
status (whether or not exempted from overtime laws).  
 
Job Summary and Duties: Following the job identity section, the next part is a job summary. 
This includes a narrative which concisely summarizes the job in a few sentences, telling what 
the job is, how it is done and why. As well, it is often written in an action-orientated style, 
describing job duties. 
 
Qualifications & Requirements: Identify the minimum qualifications needed to perform the 
essential elements of the job, including education, languages, experience, equipment, 
credentials, skills, and knowledge. Any critical expertise or skills should be noted. When hiring a 
new employee, be careful not to over-qualify for the job.  
 
Working Conditions: Brief facts about the work atmosphere which includes characteristics such 
as physical location, hours of work, any particular hazards, and any travel requirements that 
may go hand-in-hand with the job itself.  
 
Salary:  When advertising for a new position, include whether the salary is negotiable, 
dependent upon experience, within a range, or fixed. Job seekers prefer knowing as accurately 
as possible how much you expect to pay them. 
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1.2 Job Specification   
Much like a job description, a job specification is a written statement that explains what a job 
demands of jobholders and the human skills and factors required. This includes lists of 
knowledge, skills and abilities. These requirements include experience, training, education and 
physical and mental demands. For example, the job specification may call for at least 3-5 years 
of experience in a related position or strong communication and networking skills. Because a 
job description and job specification both focus on the job, they are often combined into one 
master document and referred to as a job description.  
 

1.3 Creating a Job Ad 
Once a job description is complete, the next step is to begin to advertise for the position. 
Advertising in the newspaper or a trade journal is a common recruiting method for many 
positions and one that is familiar to most job seekers. A job ad should cover four areas: the type 
of sought-after applicant, pay, and benefits and where and how to apply. To avoid turnover of 
dissatisfied employees, do not misrepresent the position which is advertised; it is a common 
ƳƛǎǘŀƪŜ ƻŦ ƻǊƎŀƴƛȊŀǘƛƻƴǎ ǘƻ άƻǾŜǊǎŜƭƭέ ǘƘŜ Ǉƻǎƛǘƛƻƴ ŀǎ ŀƴ ŀǘǘŜƳǇǘ ǘƻ ƳŀƪŜ ƛǘ ǎƻǳƴŘ ŀǎ ŀǘǘǊŀŎǘƛǾŜ 
as possible. The more accurately a job is presenting in an advertisement, the more appropriate 
and applicable resumes the organization will receive.  

The Four Elements of a Job Ad 
1. The Type of Applicant: If this is not clear and concise in the advertisement, applicants may 

face ambiguity and as a result, the organization will receive resumes which are not 
applicable to the position.  Clearly stating qualifications will significantly cut down on the 
number of redundant resumes. The ad should include: specific job skills required, 
experience and background required, educational requirements, travel or relocation 
requirements and whether or not training will be provided. Avoid setting high standard. For 
example, if all that is required is an undergraduate degree or three years of experience, 
there is no need to require an MBA. This will only result in deterring good candidates or hiring 

people who will quickly leave. As well, use of unclear and general adjectiǾŜǎ ǎǳŎƘ ŀǎ άŘȅƴŀƳƛŎέ 
ƻǊ άŎǊŜŀǘƛǾŜΦέ LƴǎǘŜŀŘΣ ƛǘ ƛǎ ƳƻǊŜ ƘŜƭǇŦǳƭ ǘƻ ōŜ ǇǊŜŎƛǎŜ ŀƴŘ ǊŜŀƭƛǎǘƛŎΦ  
 

2. Pay: It is not necessary to actually state the salary for the position but however, some 
ƳŜƴǘƛƻƴ ƻŦ Ǉŀȅ ǎƘƻǳƭŘ ōŜ ƳŀŘŜΦ CƻǊ ŜȄŀƳǇƭŜΣ Ƴŀƴȅ Ƨƻō ŀŘǎ ǎǘŀǘŜ ǘƘŀǘ άŎƻƳǇŜǘƛǘƛǾŜ ǎŀƭŀǊȅέ 
is offered or they may request that applicants supply a suggested salary range for the level 
of experience they will bring to the position. Although, stating salary range is proven to 
decrease the number of applicants as many people tend to overestimate the amount of 
salary they believe they should earn. If there is a possibility that too many resumes will be 
submitted, it can sometimes be helpful to use this approach as it will cut down the number 
of applicants. Although, organizations always run the risk of losing qualified applicants by 
doing so. 

 
3. Benefits: While salary is still a top priority for job seekers, medical and other benefits are 

becoming increasingly important. Company benefits can attract good candidates. In a 
recent survey of job seekers, 57 percent considered salary their primary concern ς 
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compared to about 90 percent just several years ago. Today, 42 percent of those seeking 
employment are just as interested in good benefits. 

 
4. Where and how to apply: It is important to be specific here and do not omit the obvious. It 
ƛǎ ƴƻǘ ǳƴŎƻƳƳƻƴ ǘƻ ŦƛƴŘ ŀƴ ŜƳǇƭƻȅƳŜƴǘ ŀŘǾŜǊǘƛǎŜƳŜƴǘ ǘƘŀǘ ǎŀȅǎ ά{ŜƴŘ wŜǎǳƳŜέ ōǳǘ 
neglects to say where. If running an open ad, provide board name, address, email and 
phone number (if accepting call-ins). As well, if applicable, always provide a deadline for 
resume submission. Please reference Appendix 1 for a sample of a NLREDA job 
advertisement. 

 
1.4 Interview Guidelines 
An employment interview is a formal, in-depth conversation conducted to evaluate the 
ŀǇǇƭƛŎŀƴǘΩǎ ŀŎŎŜǇǘŀōƛƭƛǘȅΦ ¢ƘŜ ƛƴǘŜǊǾƛŜǿŜǊ ǎŜŜƪǎ ǘƻ ŀƴǎǿŜǊ ǘǿƻ ōǊƻŀŘ ǉǳŜǎǘƛƻƴǎΥ Can the 
applicant do the job? How does the applicant compare with others who are applying for the 
job? An interview has become one of the most widely used selection tools in human resources. 
bƻǘ ƻƴƭȅ ŘƻŜǎ ǘƘŜ ŜƳǇƭƻȅŜǊ Ǝŀƛƴ ŀ ŦƛǊǎǘƘŀƴŘ ƛƳǇǊŜǎǎƛƻƴ ƻŦ ŀǇǇƭƛŎŀƴǘΩǎ ǎǳƛǘŀōƛƭƛǘȅ ŦƻǊ ǘƘŜ Ƨƻō ōǳǘ 
ƛǘ ŀƭǎƻ ƻŦŦŜǊǎ ŀƴ ƻǇǇƻǊǘǳƴƛǘȅ ŦƻǊ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴ ǘƻ άǎŜƭƭέ ŀ Ƨƻō ǘƻ ŎŀƴŘƛŘŀǘŜǎΦ Lƴ ŀǊŜŀǎ ǿƘŜǊŜ 
employment opportunities are in high supply, the organization can use an interview as a 
medium of public relations; speaking about employment policies, career opportunities and 
overall quality of work life. 

 

1.4.1 Types of Interviews 
You want to be certain that you select employees who will match the job requirements most 
ŎƭƻǎŜƭȅ ǿƘƛƭŜ ŦƛǘǘƛƴƎ ƛƴ ǿƛǘƘ ȅƻǳǊ ŎƻƳǇŀƴȅΩǎ ŎǳƭǘǳǊŜ ŀƴŘ ǘŜŀƳ ƳŜƳōŜǊǎΦ  After all, performance 
ƛƴ ǘƘŜ ǿƻǊƪǇƭŀŎŜ ŘƻŜǎƴΩǘ Ƨǳǎǘ ŘŜǇŜƴŘ ƻƴ ǎǇŜŎƛŦƛŎ Ƨƻō ǎƪƛƭƭǎΦ  People must be motivated to 
perform well, and what motivates one person might be very different from what motivates 
another. When interviewing applicants for potential hire, there are various types of interview 
methods to use. Listed on the next page are the most commonly used methods. 
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Types of Interviews ŎƻƴǘƛƴǳŜŘΧ 

Interview  Types of Questions to Ask: Advantages: 

Unstructured 
 

Few, if any, planned questions. More so a casual and 
improvised. Questions are made up during the interview 
itself.  

Allows interview to 
pursue, in depth, the 
ŀǇǇƭƛŎŀƴǘΩǎ ǊŜǎǇƻƴǎŜǎ. 

Structured 

Predetermined checklists of questions are created prior 
to interview and are usually asked to all applicants who 
are interviewed.  

Useful for valid results, 
ensures transparency 
when dealing with high 
number of applicants. 

Mixed 

A combination of structured and unstructured questions 
which usually resembles what is done in practice. 

Realistic approach that 
yields comparable 
answers plus in-depth 
insights. 

 
Behavioral 
Description 

Questions are limited to actual behaviors. Evaluation on 
the solution and the approach of the applicant.  

Useful to understand 
ŀǇǇƭƛŎŀƴǘΩǎ Ǉŀǎǘ ǿƻǊƪ 
behavior and abilities 
under specific work 
situations.  

 
Situational 

Questions focus on important situations likely to arise 
on the job and what the applicant would do in such 
situations.  

Useful for 
understanding the 
ŀǇǇƭƛŎŀƴǘΩǎ ōŜƘŀǾƛƻǊŀƭ 
tendencies.  

 

1.4.2 Choosing Behavioral Description Questions 
A survey of Canadian organizations indicated that 83% of companies use structured interviews. 
Of these structured interviews, over 46% are comprised of behavioral description questions 
which are becoming increasingly popular in Canada. They attempt to find out how job 
applicants have responded to specific work situations and specific skills utilized in the past. 
.ŜƘŀǾƛƻǊŀƭ ŘŜǎŎǊƛǇǘƛƻƴ ǉǳŜǎǘƛƻƴǎ ƴƻǊƳŀƭƭȅ ōŜƎƛƴ ǿƛǘƘ άTell me about a time whenΧέ {ƻƳŜ 
relevant sample questions are as follows:  
 

 Tell me about a time when a project or idea that was implemented primarily because of 
your efforts. What was your role? What was the outcome? 

 Please give examples from your current/previous employment of when you have worked 
with other people to achieve a particular goal or target. What was your contribution to the 
ǘŜŀƳΚ ²Ƙŀǘ ǿŀǎ ǘƘŜ ƻǳǘŎƻƳŜ ƻŦ ǘƘŜ ǘŜŀƳΩǎ ŜŦŦƻǊǘǎΚ  

 Tell me about a time when you had to deal with a difficult employee? Describe the situation 
and how you dealt with it? What was the overall outcome? 

 Have you ever had to introduce a policy change to your work group? How did you do it? Or 
have you ever met resistance when implementing a new idea or policy to a work group? 
How did you deal with it? 

 Tell me about a time when you were able to use your leadership skills to build motivation in 
your co-workers, classmates, volunteer committee, etc. 
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 Describe the most challenging negotiation or mediation situation in which you were 
involved. What did you do? What were the results for you? What were the results for the 
other party? 

 Describe your leadership style and give an example of a situation when you successfully led 
a group. 

 Please describe a challenging situation that best demonstrates your ability to lead an 
agency or program/project under difficult circumstances. What was the situation?  What 
were the roadblocks that you encountered? What was your approach? 

 
When evaluating answers to behavioral description questions, there is a generally accepted 
ŀŎǊƻƴȅƳ ŎǊŜŀǘŜŘ ǘƻ ŀǎǎŜǎǎ ǘƘŜ ŜŦŦŜŎǘƛǾŜƴŜǎǎ ƻŦ ŀƴ ŀǇǇƭƛŎŀƴǘΩǎ ŀƴǎǿŜǊΤ ǘƘŜ {¢!w ǘŜŎƘƴƛǉǳŜ ƛǎ as 
follows: 
 

 
 
1.4.3 Choosing Situational Interview Questions 
Situational interviewing techniques focus on what candidates would do in a specific situation. 
This technique involves questions that describe a hypothetical situation based on challenging, 
real life, job-related occurrences and ask the candidates how they would handle the problem. 
Situational questions may be useful with less experienced candidates. Inexperienced candidates 
can demonstrate their competencies as they might relate to your company through simulated 
situations. Examples of situation interview questions include: 

 You are representing your board on a committee. The issues the committee must deal with 
are sometimes difficult to resolve. You find that committee members have diverse views 
and sometimes hold very strong opinions or positions. You find yourself repeatedly 
conflicting with a representative of a board. How would you establish a satisfactory working 
relationship with this person to accomplish the tasks? 
 

 People differ in their preference for jobs that have well laid out tasks and responsibilities or 
ones in which work changes frequently. Tell me about a time when you were successful in 
dealing with an unstructured work environment? 

 

Situation or   

Task 

Applicant can effectively describe the situation that they were in or the task 
that they needed to accomplish. Must describe a specific event or situation, 
not a generalized description of what they have done in the past. 

Action taken 
Applicant describes the action they took and be sure to keep the focus on 
you. Even if you are discussing a group project or effort, they able to 
articulately describe what they did -- not the efforts of the team as a whole.  

Results achieved 
What happened? How did the event end? What did they accomplish? What 
did they learn from the experience itself? 
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 Having a good solution for a problem often entails more than just being intelligent. Often, 
exercise of good judgment is needed to complement logic in choosing a practical solution. 
Describe when you used good judgment in solving a problem. 

 In your experience speaking with clients/community partners, tell me about an instance 
when communication became challenging and how you overcame that. 

 

 Getting the job done may necessitate unusual persistence or dedication to results especially 
when faced with obstacles or distractions. Tell me about a time in which you were able to 
be very persistent in order to reach goals. Be specific.  
 

When forming situational interview questions, it is most helpful to return to the original job 
description for the position. It is here that you will find characteristics of the job that can be 
used when creating situational interview questions that pertain most to the position. Think of 
real-life situation which the applicant may often face if they were awarded the position. While 
behavioral description interview questions rely solely on the past behavior of the applicant, 
situational interview questions can be beneficial for applicants who have little experience in a 
similar position. For example, some applicants may be new graduates or come from a different 
management background. For this reason, situational interview questions may informative for 
the interviewer.  
 
1.5 Interview Pitfalls to Avoid 

There are a variety of issues to keep in mind when preparing and implementing an interview. 
First and foremost, it is essential that all the questions which will be asked are both ethical and 
legal. The easiest way to avoid legal problems in the hiring process is to ensure that all 
requirements and selection decisions are directly related to the legitimate job requirements. 
The following is a variety of generally acceptable and unacceptable interviewer behaviors.   
Do: 

 Be well prepared and know the desired flow of interview.  

 Collect only job-related information and not information on general personality traits. 

 /ƻƴŎŜƴǘǊŀǘŜ ƻƴ ǎŜŎǳǊƛƴƎ ƛƴŦƻǊƳŀǘƛƻƴ ŀōƻǳǘ ǘƘŜ ŀǇǇƭƛŎŀƴǘΩǎ Ǉŀǎǘ Ƨƻō ōŜƘŀǾƛƻǊΦ 

 Use of several interviewers to increase the reliability of the interview process. 

 Treat all interviewees equally and impartially. 

 Have a checklist of questions to ask each applicant to ensure consistency.  

 Attempt to create a relaxed setting by asking easy, nonthreatening questions fist and 
showing support to the applicant.  

 Provide job-related information to the applicant 

 Compare evaluation of each candidate with other interviewers and find out why 
discrepancies exist.  
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Do Not: 

 Attempt to predict personality traits from a single interview. 

 Be guided by initial impressions (or nonverbal cues) and generalize them to all relevant 
work and non-work behavior of the applicant. 

 !ƭƭƻǿ ŜǾŀƭǳŀǘƛƻƴ ƻŦ ǘƘŜ ŎŀƴŘƛŘŀǘŜΩǎ Ƨƻō ǇŜǊŦƻǊƳŀƴŎŜ ǘ ƻ ōŜ ƛƴŦƭǳŜƴŎŜŘ ōȅ ŀ ǎƛƴƎƭŜ 
characteristic (such as how the applicant dresses, speaks, etc.) 

 Be attempted to make snap judgments of the candidate early in the interview as this will 
hinder the rest of the interview. 

 Asking leading, bias questions that will communicate the correct or desired answer to 
the applicant.  

 Exhibit any personal bias.  

 Dominate the interview; rather, use the interview to collect relevant information about 
the candidate.  

 

As these are just guidelines above, an employment interview must follow legislative laws within 
Canada. According to The Canadian Human Rights Commission, an employment interview is 
conducted to learn more about the suitability of people under consideration for a particular 
job. However, sometimes the information sought during interviews is not relevant to the job 
being filled and may let discriminatory elements affect the selection process. The Canadian 
Human Rights Act prohibits the potential employer to ask applicants a variety of personal 
questions. The Canadian Human Rights Act entitles all individuals to equal employment 
opportunities without regard to race or colour, national or ethnic origin, religion, age, family or 
marital status, sex (including pregnancy or childbirth), pardoned conviction, disability (either 
physical or mental or as the result of dependence on alcohol or drugs), or sexual orientation. All 
interview questions must adhere to this Act and failure to do so could result in discrimination 
which could also result into legal issues. 

 

1.6 Conducting the Interview 
Since the majority of a job interview involves a data exchange between applicant and 
interviewer, it is vital that the interviewer can effectively ask questions and evaluate answers. 
For this reason, interviewers must be well-prepared for the interview; they should know the 
flow in which they want the interview to follow. If more than one person is interviewing the 
applicant, known as a panel interview, delegation of who will ask what questions should take 
place prior to the interview. As well, note-writing should be delegated among the interviewers. 
Although, questioning may seem like an easy skill to come by, there are a variety of tactics that 
comprise an efficient interviewer. The following are some areas which the interviewer should 
pay focus on in order to create the most positive, information-gathering interview session as 
possible. 
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1.6.1 Developing Rapport 
¢ƘŜ ŀǇǇǊƻŀŎƘ ǘŀƪŜƴ ƛƴ ŀƴ ƛƴǘŜǊǾƛŜǿ ƛǎ ŘŜǘŜǊƳƛƴŜŘΣ ǘƻ ƎǊŜŀǘ ŘŜƎǊŜŜΣ ōȅ ǘƘŜ ƛƴǘŜǊǾƛŜǿŜǊΩǎ 
personality. The first step to an effective interview is to develop a positive rapport with all 
applicants before the questioning begins. 

 The physical setting of the interview is very important as it sets the atmosphere of how 
it will play out. Choose a place that is quiet, comfortable and private without 
interruption. 

 When applicants arrive, the interviewer should be prompt. Interviewer should introduce 
themselves as soon as possible. When greeting applicants, they should be friendly and 
always make eye contact.  

 Before the interview formally begins, both the interview and applicant should engage in 
small talk to break the ice using a casual, neutral topic. At this stage, the interviewer 
should still keep away from personal topics and avoid prying for information.  

 The interviewer should take notes during the interview but this does not need to be 
stressful to the applicant. Interviewers should only jot down responses while continuing 
to maintain regular eye contact with the applicant as they are answering questions. For 
example, if the applicant is discussing a sensitive topic, the interviewer should refrain 
from taking any notes.  

 
 
1.6.2 Behavioral/Verbal Encouragement 
¢ƘŜ ƛƴǘŜǊǾƛŜǿŜǊΩǎ ōŜƘŀǾƛƻǊ ŘǳǊƛƴƎ ǘƘŜ ƛƴǘŜǊǾƛŜǿ ǿƛƭƭ ƘŀǾŜ ŀƴ ƛƳǇŀŎǘ ƻƴ ǘƘŜ ŎŀƴŘƛŘŀǘŜǎΩ ƭŜǾŜƭ ƻŦ 
comfort and for this reason, interviewers must be aware of their own behavioral and verbal 
cues.  Attentiveness is key; the interviewer must intently listen to the responses to their 
questions and give the impression that they are sincerely interested in what is being said. Other 
behavioral cues include smiles, nods, leaning forward slightly. Praise, encouragement and 
supportive comments will help maintain a continuing flow of information from the applicant. 

 
1.7 Reference Checking 
According to research, approximately 90% of all hiring mistakes can be prevented through 
proper reference checking procedures.  Instead, many interviewers rely solely on their own 
ƛƳǇǊŜǎǎƛƻƴ ƻŦ ǘƘŜ ŀǇǇƭƛŎŀƴǘ ŀƴŘ ǘƘŜƛǊ ǊŜǎǳƳŜ ǘƻ ƎǳƛŘŜ ǘƘŜƛǊ Ŧƛƴŀƭ ƘƛǊƛƴƎ ŘŜŎƛǎƛƻƴΦ  9ƳǇƭƻȅŜǊΩǎ 
who fail to check references thoroughly find themselves faced with a variety of situations. 
{ŜǾŜƴǘȅ ŦƛǾŜ ǇŜǊŎŜƴǘ ƻŦ ǘƻŘŀȅΩǎ Ƨƻō ǎŜŀǊŎƘŜǊǎ ŘƻƴΩǘ ƘŀǾŜ ǘƘŜƛǊ ǊŜferences checked by 
prospective employees. These employers may be opening themselves up to issues due to an 
ŜƳŜǊƎƛƴƎ ǘƘŜƻǊȅ ƻŦ ŜƳǇƭƻȅŜǊ ƭƛŀōƛƭƛǘȅ ƪƴƻǿƴ ŀǎ άƴŜƎƭƛƎŜƴǘ ƘƛǊƛƴƎΦέ ¢Ƙƛǎ ǘƘŜƻǊȅ ǎǘŀǘŜǎ ǘƘŀǘ ŀƴ 
ŜƳǇƭƻȅŜǊ Ƴŀȅ ōŜ ǎǳŜŘ ŘƛǊŜŎǘƭȅ ŦƻǊ ŀƴ ŜƳǇƭƻȅŜŜΩǎ ƛǊǊŜǎǇonsible or criminal behavior. Employers 
may be held liable if it turns out that their screening efforts were inadequate and can be 
logically connected to subsequent wrongful conduct. The following are some possible questions 
to ask when checking references: 
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 What were the dates of employment? 

 What was their position and responsibilities?  

 Did the applicant fulfill these duties? If not, what areas did they have difficulty with? 

 Iƻǿ ǿŀǎ ǘƘŜ ŀǇǇƭƛŎŀƴǘΩǎ ŀǘǘŜƴŘŀƴŎŜ ŀƴŘ ǇǳƴŎǘǳŀƭƛǘȅΚ  

 Iƻǿ ǿŀǎ ǘƘŜ ŀǇǇƭƛŎŀƴǘΩǎ ƻǾŜǊall work performance? 

 How did the applicant get along with co-workers? How did he/she respond to 
management/supervisors when something was required of him/her? 

 ²Ƙŀǘ ǿŜǊŜ ǘƘŜ ŀǇǇƭƛŎŀƴǘΩǎ ǊŜŀǎƻƴǎ ŦƻǊ ƭŜŀǾƛƴƎ ȅƻǳ ƻǊƎŀƴƛȊŀǘƛƻƴΚ 

 Would you rehire than applicant? Why or why not? 

 Give the reference a chance to add additional comments. 
 
 
1.8 Selection 
After the selection of an applicant is made, REDBs should try to make an offer as soon as possible after 
the interview. This normally comes with a phone call to the applicant informing them that they are the 
successful candidate as well as a formal letter of offer which outlines all facts associated with the offer. 
Since employers cannot always be certain that the applicant will accept, they should keep their second 
and third choices in mind until they have formally received the acceptance of the letter of offer from the 
first applicant. In the letter of offer, the following facts should be presented: 
 

 Formal offer of stated position, start date, salary 

 Relocation terms (if applicable)  

 Duties and responsibilities  

 Probationary period 

 Conditions of employment 

 Deadline to accept offer 
 

 

 

 

 

 

 

 

 

 

 

Located in Appendix 2 is a generic new hire checklist as well as sample letter of offer 
which can aid in the process of introducing a new employee into the workplace.  
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Section 2: Employee Development 

Once the process of making a new hire is completed, it is the responsibility of the employer to 
provide effective orientation to the new employee. It is here that the new employee is provided 
with pertinent information about the organization and its policies. It is also a chance for the 
employer to gauge the extent of experience as it related to the specific job as well as the 
training that the employee will require. 

2.1  Guidelines for an Effective Orientation 
It is key that the supervisor organizes the orientation session to successfully meet the training 
needs while also minimizing the anxiety of the employee. The following guidelines of what to 
include or discuss during the orientation may prove helpful: 

 Company and departmental objectives: What are the goals of the company? The new 
employee will need to know the answer to this question to be able to understand how 
he/she will fit in: 

-  ²Ƙŀǘ ƛǎ ǘƘŜ ǊŜŀǎƻƴ ŦƻǊ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŜȄƛǎǘŜƴŎŜΚ  
-  What type of service is provided by the organization? 

-  What is the history of the organization? 
-  What is the organizational philosophy? 
-  How does the position which the new employee will fill contribute to the overall 

objectives of the organization?  
 

 Organizational chart: New employees should be provided with a graphical chart which 
explains the structure of the organization and how his/her position fits into that structure. 
The chart should be introduced at the beginning of the orientation session so that they can 
relate back to it while more in-depth explanations continue. 
 

 Working conditions: Much of what is covered in this section should also be included in an 
employee handbook for future reference. It is important here to cover off the more broad 
topics which are often what an employee is most curious about; where to park, how to 
dress, break times or where to eat lunch. Another area to cover is to social aspect of the 
workplace such as when special company functions occur, what co-workers or departments 
the employee will dealing with the most and how to address supervisors and managers. 
 

 Wƻō ǊŜǎǇƻƴǎƛōƛƭƛǘƛŜǎ ŀƴŘ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘŀƴŘŀǊŘǎΥ Employee should be provided with their 
job description for the position to go over it with the supervisor point by point. This ensures 
that every aspect of the job and its responsibilities are understood. As well, supervisors 
ǎƘƻǳƭŘ ŀƭǎƻ ǇǊƻǾƛŘŜ ǘƘŜ ƴŜǿ ŜƳǇƭƻȅŜŜ ǿƛǘƘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘŀƴŘŀǊŘǎΣ ǊǳƭŜǎ ŀƴŘ 
procedures.  
 

 Overall organizational and job-specific goals: The part of the orientation process is key, 
especially if a Performance Appraisal Systems (PAS) is being used (which is covered in the 
next section). The employee should be made aware of their role within the organization and 
how their individually preset goals will help the organization achieve its overall objectives. 
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Supervisors should also give a general timeline of when the goals should be achieved and 
when a performance appraisal evaluation will occur. 

 Introductions: First, the supervisor should take the new employee around the office to 
introduce him or her to ǘƘŜ ƳŜƳōŜǊǎ ƻŦ ǘƘŜ ŜƳǇƭƻȅŜŜΩǎ ŘŜǇŀǊǘƳŜƴǘ ŀƴŘ ǘƻ ƻǘƘŜǊ ǇŜƻǇƭŜ 
the employee will work directly with. Second, an introduction or announcement of the new 
employee should be made to the rest of the organization and its outside 
clients/stakeholders via email or newsletter. Finally, encourage others to approach the new 
employee to introduce themselves.  

 

2.2  Orientation Follow-up 
After the new employee has settled into their new settings, it is important for the supervisor, or 
whoever administered the initial orientation, to continuously follow-up with the employee. 
Maintaining ongoing contact through establishing several one-on-one meetings will allow the 
employer to document performance consistently as well as provide various opportunities for 
ǘƘŜ ŜƳǇƭƻȅŜŜ ǘƻ ŜȄǇŀƴŘ ǘƘŜƛǊ ǳƴŘŜǊǎǘŀƴŘƛƴƎ ƻŦ ǘƘŜƛǊ ǊƻƭŜǎ ŀƴŘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƻōƧŜŎǘƛǾŜǎΦ  

 

2.3  Employee Assistance Programs (EAP) 
An EAP, or employee assistance program, can be defined as a confidential, short term, 
counselling service for employees with personal problems that affect their work performance. 
EAPs grew out of industrial alcoholism programs of the 1940's. EAPs should be part of a larger 
company plan to promote wellness that involves written policies, supervisor and employee 
training. The EAP offers help with the resolution of problems that are affecting work. These 
problems, however, do not have to be caused by workplace issues.  

Employee Assistance Programs are designed to help people understand or overcome their 
personal problems. While most EAPs offer a wide range of services, they often refer to other 
professionals or agencies that can offer more or extended care in particular areas. The 
following are some types of services a typical EAP would offer counselling on: personal issues, 
job stress, relationship issues, eldercare/childcare/parenting issues, harassment, substance 
abuse, separation and loss and balancing work and family life.  

The Newfoundland Labrador Regional Economic Development Association (NLREDA) has 
ŜǎǘŀōƭƛǎƘŜŘ ŀ ƎǊƻǳǇ ƛƴǎǳǊŀƴŎŜ ǇǊƻƎǊŀƳ ǿƛǘƘ .ƭǳŜ /ǊƻǎǎΦ Yƴƻǿƴ ŀǎ άƛƴ/ƻƴŦƛŘŜƴŎŜΣέ b[w95!Ωǎ 
employee and family assistance program offers immediate voluntary, confidential counselling 
and referral services for employees and immediate family members (spouse and dependents). 
The program is designed to help resolve personal or work-related problems and pressures 
before they lead to more serious difficulties. Access to this program is available to all REDB 
employees who are a part of the group benefits program. It offers a wide array of EAP benefits 
to employees and their family members including (but not limited to) personal mental health 
and well being management, child and elder care options, managing workplace conflict and 
addictions counselling. Located in Appendix 3, ƛǎ ŀƴ άƛƴ/ƻƴŦƛŘŜƴŎŜέ ōǊƻŎƘǳǊŜ ǊŜƎŀǊŘƛƴƎ ǘƘŜ .ƭǳŜ 
Cross employee and family assistance program.  
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If an organization chooses to organize their own EAP package, there are a variety of factors to 
keep in mind. According to the Canadian Centre for Occupational Health & Safety (CCOHS), 
there are several factors that will make an EAP successful: 

 Strict confidentiality. 

 Open to employees and their immediate families. 

 Recognition and commitment by management, employees and union (if there is one) 
that an EAP is needed. 

 Policies and procedures supported by top management and employees.  

 Establishment of both formal and informal referral procedures.  

 Promotion of the EAP and encouragement to use the service. 

 Managers and employees educated in the workings of the EAP. 

 Periodic evaluation of the EAP to be sure the needs of both the employee and the 
employer are being met.  
 

In addition, the EAP must be monitored and evaluated to ensure continued quality of the 
referral or assistance and to correct potential trouble situations. An appropriate assessment, 
referral and follow-up of progress are important for continued success of the EAP.  

 
2.4 Employee Improvement Options  
To maintain a successful workforce, employers must be interested in consistently providing 
opportunities for employees to improve and hone their skills. For this reason, employee 
development has acquired much attention in recent years since it increases workplace 
satisfaction and productivity. There are three basic forms of developmental improvement. 

 Cognitive which is concerned with altering thoughts and ideas. 

 Behavioral attempts to change behavior such as management style. 

 Environmental implements strategies to change attitudes and values. 
 
Located in Appendix 4 is a listing of critical skills required of the Canadian workforce. In 2000, 
the Conference Board of Canada developeŘ ǘƘŜ ά9ƳǇƭƻȅŀōƛƭƛǘȅ {ƪƛƭƭǎ tǊƻŦƛƭŜ нлллҌέ ƛƴ ƻǊŘŜǊ 
educate Canadian employees on the skills they need to enter, stay in or progress in the working 
world. They can be applied and used beyond the workplace in a range of daily activities. 
Employability Skills 2000+ includes communication, problem solving, positive attitudes and 
behaviors, adaptability, working with others, and science, technology and mathematics skills. 
This detailed chart can serve as a guideline to employee improvement. 

 

 

 

 

http://www.ccohs.ca/
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Section 3: Performance Management 

Performance management is an emerging area of human resources which is meant to help an 
organization achieve its strategic goals. Furthermore, annual performance appraisals enable 
management and monitoring of standards, agreeing expectations and objectives, and 
delegation of responsibilities and tasks. In the case of REDBs, performance management can 
enhance the overall implementation of strategic economic plans by way of evaluating the 
employeesΩ ŀŎƘƛŜǾŜƳŜƴǘ ƻŦ Ǉŀǎǘ ǎŜǘ ƎƻŀƭǎΦ Lƴ ŦŀŎt, performance appraisals could possibly be a 
part of the REDB work plan and therefore required. To make a performance appraisal system 
(PAS) work for an organization, there are several characteristics required: 

 Performance objectives: This is a critical aspect of a REDBs strategy which, if not met, 
may result in the failure to reach strategic economic goals. 

 Performance goals: This would be achievable and realistic targets to which actual 
outcomes can be compared. For example, a REDB sets and reaches the goal of creating a 
tourism marketing strategy by a specific deadline.  

 Performance measurement: Measuring the process of achieving preset goals including 
timelines, resourcefulness, quality of work and overall outcome. In relation to a REDBs 
strategic economic plan, the project success indicators could be used as a measurement 
tool. 

 Outcome measures: Results compared to preset targets.  
 
The key to any effective performance management system begins with goals. This being the 
case, every REDB and every employee needs goals and plans for achieving them. Goal setting 
should be a top-down approach; key goals in a REDBs Strategic Economic Plan should then be 
transferred into individual employee goals. The employees then work throughout the year to 
achieve and buiƭŘ ǳǇƻƴ ǘƘŜǎŜ ǇǊŜǎŜǘ ƎƻŀƭǎΣ ŀƭƭ ǘƘŜ ǿƘƛƭŜ ŎƻƴǘǊƛōǳǘƛƴƎ ǘƻ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ 
overall strategic mission.  
 
In order for performance appraisal systems to truly capture a snapshot of the employee and of 
the organization as a whole, the system itself must be effective. The following are some 
questions to address when creating an outline of performance appraisal: 

 Is it valid?: The system must be based solely on a thorough job description for the 
respective position. As mentioned in section one, many employee evaluation practices 
will go back to the job description. This is because it is clearly communicated to the 
employee from the employer. 

 Did employees have input into the development of the PAS?  

 Are its goals acceptable to employees? 

 How frequent is the feedback to employees?  

 Do the appraisals have consequences?  
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3.1 Individual Personal Appraisal Assessments  
Once the PAS is in place, organizations shift focus to work on the evaluation process of the 
system itself. Normally, a template is developed to evaluate the employee and the preset goals 
that were given to them. Before the supervisor/appraiser begins their evaluation, it is a 
generally accepted practice to allow the employee to evaluate their own performance while 
providing feedback on their position within the organization. Developing a performance 
appraisal system template keeps self-evaluation consistent with all employees. As well, it allows 
supervisors to appraise each employee with the same level of reliability. Normally, the 
employee will fill out their part of the PAS template, return it to the evaluator who will then 
examine it. Then a meeting to discuss the PAS and its outcomes will occur.  
 
The following are some sample questions an employee can fill out on a PAS template. The 
template should begin with basics: organization name, division and department, year or period 
ŎƻǾŜǊŜŘΣ ŜƳǇƭƻȅŜŜΩǎ ƴŀƳŜΣ ǇƻǎƛǘƛƻƴΣ ƴǳƳōŜǊ ƻŦ ƳƻƴǘƘǎ ƛƴ ǇǊŜǎŜƴǘ ǇƻǎƛǘƛƻƴΣ ƭŜƴƎǘƘ ƻŦ ǎŜǊǾƛŎŜΣ 
ǎǳǇŜǊǾƛǎƻǊΩǎ ƴŀƳŜΣ ŀƴŘ ŜǾŀƭǳŀǘƻǊΩǎ ƴŀƳŜΦ 
 
 

*

Set goals at 
beginning of 

year

Review  at 
midyear

Appraisal at 
year end

Rewards & 
Development

Employee 

Motivate 

Coach 

Figure 1: Performance Management Cycle 

Source:  άIŀǊǾŀǊŘ .ǳǎƛƴŜǎǎ 9ǎǎŜƴǘƛŀƭǎΥ tŜǊŦƻǊƳŀƴŎŜ 

ManagementΦέ .ΦWΦ IŀƭƭΣ нллс 
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3.2 Questions for Employee: 
1. State your understanding of your main duties and responsibilities. 
2. Has the past year been good/bad/satisfactory or otherwise for you, and why? 
3. What do you consider to be your most important achievements of the past year? 
4. What do you like and dislike about working for this organization? 
5. What elements of your job do you find most difficult? 
6. What elements of your job interest you the most, and least? 
7. What do you consider to be your most important aims and tasks in the next year? 
8. What action could be taken to improve your performance by you and your boss? 
9. What sort of training/experiences would benefit you in the next year?  

 
.ŀǎŜŘ ƻƴ ǘƘŜǎŜ ŀƴǎǿŜǊǎΣ ǘƘŜ ŜǾŀƭǳŀǘƻǊ ǎƘƻǳƭŘ ŜƴƎŀƎŜ ƛƴ ŘƛǎŎǳǎǎƛƻƴǎ ŀōƻǳǘ ǘƘŜ ŜƳǇƭƻȅŜŜΩǎ 
views according to their feedback. Located in Appendix 5, a sample of a PAS template can be 
viewŜŘ ǿƘƛŎƘ ƛƴŎƭǳŘŜǎ ǘƘŜ ŜƳǇƭƻȅŜǊΩǎ ŦŜŜŘōŀŎƪ ǎŜŎǘƛƻƴΦ !ǎ ǎƘƻǿƴΣ ǘƘŜ ǳǎŜ ƻŦ ƴǳƳŜǊƛŎŀƭ ǎŎƻǊƛƴƎ 
is also helpful in coming up with an overall grade. This will give the employer the ability to 
compare and contrast PAS forms from employee to employee.  
 
It is essential that the evaluator is cognizant of what they will say to the employee during the 
PAS meeting. The employee will naturally be nervous since the discussion is revolving around 
their performance, so their perception of the feedback is very sensitive. Here are some tips: 

 Emphasize positive aspects of employee performance. 

 Tell each employee that the evaluation session is to improve performance, not 
discipline. 

 Conduct the performance review in closed, private setting with little interruption. 

 Review performance at least annually and more frequently for new employees. 

 Make criticism specific, not general or vague. 

 Focus feedback on performance, not personality traits. 

 Identify specific actions an employee can take to improve performance. 

 End the evaluation sŜǎǎƛƻƴ ōȅ ǎǘǊŜǎǎƛƴƎ ǘƘŜ ǇƻǎƛǘƛǾŜ ŀǎǇŜŎǘǎ ƻŦ ǘƘŜ ŜƳǇƭƻȅŜŜΩǎ 
performance and reviewing plans to improve performance.  
 

In the end of the PAS session, both the employee and evaluator should walk away with a clear 
understanding of what has been achieved in the past year (or time frame since last evaluation) 
and also have outlined ǇƻǎǎƛōƭŜ ƴŜǿ ŎƘŀƴƎŜǎ ƻǊ ŀŘŘƛǘƛƻƴǎ ǘƻ ǘƘŜ ŜƳǇƭƻȅŜŜΩǎ ƎƻŀƭǎΦ Lǘ ǿƛƭƭ ƳŀƪŜ 
the employee feel successful when the employer can eliminate several preset goals because 
they have been achieved and add new ones to the employees. To sum up, to make 
performance management work within REDBs, the following summarized points should be 
noted: 

 Goals are the starting point to performance management. 

 Create alignment between company and individual employee goals. 

 Goals should be written down, put in a time frame, and supported by rewards. 

 Work with each employee in developing an action plan for achieving goals. That plan 
may include training and assistance. 
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Section 4:  Conflict Resolution 

Conflict is inherent in teams, groups, and organizations. In work groups, there are numerous 
opportunities for conflict to arise since work groups can be quite complex and in times of 
demand, stress can serve as a catalyst to issues. Conflict can be caused a variety of situations 
but most commonly in work groups, disagreements among facts, methods, goals and values are 
often what spur differences among co-workers. 
 
While it is always challenging to confront conflict in the workplace, it is a necessary 
requirement if the team is to continue to be functional. Unresolved disagreements in teams 
and organizations can seriously affect productivity and relationships among coworkers. Unless 
an important disagreement is addressed within the group setting, it will continue to hinder 
performance. Since conflict often results in confrontation, people often work hard to avoid 
conflict; when the real issue is avoided or denied, even the smallest conflict may grow into one 
that is difficult to manage.  
 
4.1 Causes of Conflict 
 
When conflict occurs in the workplace, it can reduce morale, lower work productivity, increase 
absenteeism, and cause large-scale confrontations. Human Resource professionals generally 
follow these eight fundamental causes of conflict in the workplace: 
 
Cause 1: Conflicting Needs 
Whenever workers compete for scarce resources, recognition, and power within the company, 
conflict can occur. Since everyone requires a share of the workplace resources to complete 
their jobs, ƛǘ ǎƘƻǳƭŘ ŎƻƳŜ ŀǎ ƴƻ ǎǳǊǇǊƛǎŜ ǿƘŜƴ ǘƘŜ άƘŀǾŜ-ƴƻǘǎέ ƎǊƛǇŜ ŀƴŘ Ǉƭƻǘ ŀƎŀƛƴǎǘ ǘƘŜ άƘŀǾŜέ 
employees throughout the office. 
 
Cause 2: Conflicting Styles  
Employees often differ in the way they approach people and problems. Associates need to 
understand their own style and learn how to accept conflicting styles. An example of conflicting 
styles would be where one worker works best in a very structured environment while another 
worker works best in an unstructured environment. These individual differences can cause for 
issues within the workplace.  
 
Cause 3: Conflicting Perceptions 
Just as two or more workers can have conflicting styles, they can also have conflicting 
perceptions. They may view the same incident in dramatically different ways. An example of 
this is what might happen if a new administrative assistant were hired in the organization. One 
associate might see the new hire as an advantage (one more set of hands to get the job done), 
while another associate might see the same new hire as an insult (an clear message that the 
current associates are not performing adequately). Memos, performance reviews, company 
rumors, hallway comments, and client feedback are sources for conflicting perceptions. 
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Resentment and conflict can also occur when one department is viewed as more valuable to 
the organization than others. 
 
Cause Four: Conflicting Goals 
Associates may have different viewpoints about an incident, plan, or goal. Problems in the 
workplace can occur when associates are responsible for different duties in achieving the same 
goal. Both objectives are important and necessary, but may cause conflict. 
 
Cause Five: Conflicting Pressure 
Conflicting pressures can occur when two or more associates or departments are responsible 
for separate actions with the same deadline. The extent to which we depend on each other to 
complete our work can contribute greatly to conflict. 
 
Cause Six: Conflicting Roles 
Conflicting roles can occur when an associate is asked to perform a function that is outside his 
job requirements or expertise or another associate is assigned to perform the same job. This 
situation can contribute to power struggles for territory. This causes intentional or 
unintentional aggressive or passive-aggressive (sabotage) behavior.  
 
Cause Seven: Conflicting Personal Values 
Conflict can be caused by differing personal values. Segregation in the workplace leads to 
gossiping, suspicion, and ultimately, conflict. Associates need to learn to accept diversity in the 
workplace and to work as a team.  
 
Cause Eight: Unpredictable Policies 
Whenever company policies are changed, inconsistently applied, or non-existent, 
misunderstandings are likely to occur. Associates need to know and understand company rules 
and policies; they should not have to guess. The absence of clear policies or policies that are 
constantly changing can create an environment of uncertainty and conflict. 
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4.2 Employee Reaction to Conflict 
 
!ƴ ŜƳǇƭƻȅŜŜΩǎ ǊŜŀŎǘƛƻƴ Ŏŀƴ ǎƻƳŜǘƛƳŜǎ ōŜ ǇǊŜŘƛŎǘŀōƭŜ ŀƴŘ ŜǾŜƴ ŜȄǇƭŀƛƴŜŘΦ !ŎŎƻǊŘƛƴƎ ǘƻ 
YŜƴƴŜǘƘ ¢ƘƻƳŀǎΩǎ aƻŘŜƭ ƻŦ /ƻƴŦƭƛŎǘ IŀƴŘƭƛƴƎΣ ǘƘŜǊŜ ŀǊŜ ŦƛǾŜ ƳŜǘƘƻŘǎ ǇŜƻǇƭŜ ǳǎŜ ǘƻ ƳŀƴŀƎŜ 
conflict:  
 
1. Withdraw Approach: Individuals choose to ignore or avoid the issue. They may make 
ǎǘŀǘŜƳŜƴǘǎ ǎǳŎƘ ŀǎ άL ŎŀƴΩǘ ƳŀƪŜ ŀ ŘƛŦŦŜǊŜƴŎŜ ŀƴȅǿŀȅΣέ ƻǊ ά¢ƘŜǊŜ ƛǎ ǊŜŀƭƭȅ ƴƻ Ǉƻƛƴǘ ƛƴ 
ǘǊȅƛƴƎΦέ ¢ƘŜȅ Ƴŀȅ ōŜƭƛŜǾŜ ǘƘŀǘ ǘƘŜ ŎƻƴǎŜǉǳŜƴŎŜ ƻŦ ŎŀǳǎƛƴƎ ŀ ŎƻƴŦǊƻƴǘŀǘƛƻƴ ƛǎ ƴƻǘ ǿƻǊǘƘ ǘƘŜ 
reward of resolution. Possibly, they could believe that they will suffer from some sort of 
punishment for bringing the matter into the open and trying to resolve it. This form of 
reaction may keep confrontation from occurring but at the same time, it also prevents a 
resolution. Although, this could serve a positƛǾŜ ǇǳǊǇƻǎŜΤ ŀƭƭƻǿƛƴƎ ŦƻǊ ŀ άŎƻƻƭƛƴƎ-ƻŦŦέ ǇŜǊƛƻŘ 
before the conflict is addressed. 

 
2. Competitive approach: People who tend towards a competitive style take a firm stand, and 

know what they want. They usually operate from a position of power, drawn from things 
like position, rank, expertise, or persuasive ability. This style can be useful when there is an 
emergency and a decision needs to be make fast. Although, this approach will not solve any 
issues in the long run, often resulting in damaged work relationships and decreased 
employee motivation.  

 
3. Collaboration Approach: People tending towards a collaborative style try to meet the needs 

of all people involved. There is an effort to creatively problem solve so both parties can win. 
The parties involved come to a joint solution that meets as many needs as possible, while 
supporting an agreed-upon overall goal. Although, this approach is more time-consuming. 
/ƻƭƭŀōƻǊŀǘƛƻƴ ƛǎ ƛƳǇƻǊǘŀƴǘ ŦƻǊ ǎŜǾŜǊŀƭ ǊŜŀǎƻƴǎΥ ²ƘŜƴ ŜǾŜǊȅ ŜƳǇƭƻȅŜŜΩǎ ƛǎǎǳŜǎ ŀǊŜ ŦŀǊ ǘƻƻ 
important to be ignored or compromised, when it is important to re-establish a positive 
team atmosphere, when commitment from all parties is essential to the solution. This 
approach to conflict often results in the most positive outcome. Many organizations are 
built upon the idea of collaboration. 
 

4. Compromise Approach: When employees compromise during conflict, each involved party 
ǿƛƭƭ ƎƛǾŜ ǳǇ ǎƻƳŜǘƘƛƴƎ ǘƻ άǎǇƭƛǘ ǘƘŜ ŘƛŦŦŜǊŜƴŎŜΦέ /ƻƳǇǊƻƳƛǎŜ Ƴŀȅ ōŜ ŜȄǇŜŘƛŜƴǘ ƛƴ ǘƘŜ 
following situations: as a back-up mode when collaboration fails, when opponents of equal 
power are strongly committed to mutually exclusive goals, when time pressure eliminates 
the possibility joint collaboration or when temporary solutions are needed until further 
collaboration can be achieved. However, when compromise is issued, no one is fully 
satisfied and the solution may be short-lived. 

 
5. Accommodate Approach: When this method is used, conflict is resolved because someone 

gives into the demands or wishes of the other party. There may be times when this 
approach is effective or necessary; for example, when one employee realizes they are 
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wrong, when the issue at hand is more important to the other person, or when maintaining 
workplace harmony is essential to the success of the organization. 

 
It is important for facilitators, managers and team leaders to recognize the five reactions to 
conflict, as it will give them a better idea of what may be going within the minds of their fellow 
employees. 
 
4.3 Facilitating a Resolution   
When conflict arises in the work place, it is important that a facilitator is present to mediate 
such issues. Often times, a facilitator can be an employee or even a manager as they are not 
directly involved in the pre-existing conflict, which is currently within the workplace. If the 
facilitator is an employee with some level of authority, he/she should not use their power to 
solve the issue.  A facilitator will help groups resolve and work in an atmosphere of 
collaboration and reaching consensus. A group meeting present is generally the best 
atmosphere in which to resolve a workplace conflict; having a facilitator present can be 
extremely helpful. A skilled facilitator makes an effort to:  
 

 Learn about conflict within a group before facilitating a meeting. 

 Anticipate where conflict may arise in a group. 

 Point out to the group a number of disagreements which, if brought up, will only hinder 
ǘƘŜ ƎǊƻǳǇΩǎ ǇǊƻƎǊŜǎǎΦ  

 Suggest and lead processes to address and resolve differences and conflict. 

 Create an atmosphere that accepts and encourages looking at many side of an issue for 
the sake of productivity.  

 Make sure all group members have, or formulate, one main goal to focus on.  

 Focus people on the ideas and issues; not on personalities behind the ideas and issues. 

 Help the group determine which disagreements must be resolved. 
 
While these tactics often prevent conflict during the meeting, sometimes the meeting may 
begin to become aggressive and tensions are high. When employees become frustrated with 
conflict, they may suggest voting, compromising, or appointing someone to dictate the 
solution. Although, none of these methods lead to positive outcomes and often make the 
conflict deeper. Instead, the facilitator should take charge here. 
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4.4 Standardized Process for Resolving Conflict 
There is a standard direction to follow to solve majority of workplace conflict. These eight steps 
can be taught to fellow employees or subordinates in aid of conflict resolution: 
 
Step One:  
Announce the situation or problem to the group. The facilitator should outline as many facts 
and as much information as is necessary to prepare the group to make a decision.  
 
Step Two: 
Lead the discussion to find out where people stand on the issue. What do they think is the 
solution? Try to draw everyone out. Ask people not to get into discussions at this time but 
simply to state their opinions and ideas. Do not record ideas, since you will be asking the groups 
to do that in Step Three. 
 
Step Three: 
Break into groups based on viewpoint ad have groups feed back to one another what they have 
ƘŜŀǊŘ ǘƘŜ άƻǇǇƻǎƛƴƎέ ǎƛŘŜǎ ǎŀȅΦ !ǎƪ ǘƘŜ ƎǊƻǳǇǎ ǘƻ ǿǊƛǘŜ ƻǳǘ ǘƘŜ ƛŘŜŀǎ ƻƴ ŀ ŦƭƛǇ ŎƘŀǊǘ ŦƻǊ 
everyone to see. Ask these groups not to berate the ideas of the other side but simply present 
them and show they hŀǾŜ ƘŜŀǊŘ ŀƴŘ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜ ƻǘƘŜǊ ǎƛŘŜΩǎ Ǉƻƛƴǘ ƻŦ ǾƛŜǿΦ ¢ƘŜȅ ŀǊŜ ƴƻǘ 
agreeing with it; they are demonstrating their skill in hearing and understanding.  
 
Step Four: 
The listening groups then give their feedback to the presenters, letting them know whether 
they presented the opposing opinions accurately. During this step, it is important that all sides 
have their ideas written out or heard accurately. Discussion is still not allowed at this point 
other than to clarify ideas.  
 
Step Five: 
Form subgroups that are mixed with members from both sides in each subgroup. Each group 
will be asked to come up with what they think is a common goal between to the two sides. Each 
subgroup presents its goal statement to the other group, and the facilitator works with both 
subgroups to determine the common goal of the larger group.  
 
Step Six: 
Once a goal is agreed to, the entire group brainstorms as many solutions as it can think of to 
reach the specified goal, taking into account the arguments posed by both sides. 
 
Step Seven: Use prioritization to find the top few ideas that are the most appealing to the 
group. The top ideas are evaluated, perhaps tested or more data is collected. 
 
Step Eight: The group decides on which idea is the best, combines more than one idea or 
rejects all ideas and looks for a better one. 
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Section 5:  Discipline 

!ǎ ǿƛǘƘ ŀƴȅ ǿƻǊƪǇƭŀŎŜΣ ǘƘŜǊŜ ŀǊŜ ŎƻƳƳƻƴ ƛƴǎǘŀƴŎŜǎ ǿƘŜǊŜ ŀƴ ŜƳǇƭƻȅŜŜΩǎ ōŜƘŀǾƛƻǊ ƛǎ 
inappropriately disruptive or their performance remains at an unacceptable level. Under these 
continued circumstances, discipline is often needed. While it has a negative stigma attached to 
it, discipline is meant to encourage compliance with organizational standards. When dealt with 
correctly, discipline should aid in workplace productivity, not hinder it. There are two main 
forms of discipline; preventative and corrective.  

 

5.1  Forms of Discipline  
 
Preventative Discipline: Preventative discipline is when action is taken prior to an infraction 
which is meant to encourage employees to follow standards and rules. Management teams 
have the responsibility to create a work atmosphere where the rules are well known and 
accepted. The addition of such documentation as a policy or procedures manual or code of 
conduct manual will help employees gain an understanding of what is and is not acceptable in 
the workplace. Such topics as absenteeism or grievances are often the most common area 
where preventative discipline is capitalized.  

Corrective Discipline: Discipline which is enforced after an infraction is made. When an 
employee fails to follow rules and does not conduct themselves in an adequate matter, 
corrective discipline is used to discourage any further similar behavior or actions. Normally, 
corrective discipline is characterized by some form of action; such as a verbal or written 
warning. 
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5.2  Unacceptable Workplace Behavior  
As with most workplaces, a listing of unacceptable workplace behaviors should be made aware 
and easily accessible to employees as this will serve as preventive discipline. The following list 
serves as suggestions of unacceptable workplace behavior. It has been taken from b[w95!Ωǎ 
Policy and Procedures Manual:  

 
 
5.3  Progressive Discipline Systems 
Progressive discipline has long been recognized as an effective method of controlling 
ƳƛǎŎƻƴŘǳŎǘΦ ²ƛǘƘ ǇǊƻƎǊŜǎǎƛǾŜ ŘƛǎŎƛǇƭƛƴŜΣ ǘƘŜ άǇǳƴƛǎƘƳŜƴǘ Ŧƛǘǎ ǘƘŜ ŎǊƛƳŜΦέ Minimal corrective 
action is taken for minor offense. However, stronger corrective action is taken for repeated, 
subsequent or serious offences. It is vital for the REDBs to be extremely clear and concise when 
outlining what warrants disciplinary action. For this reason, a document consisting of an 
Employee Code of Conduct should be enforced. In order to not get caught up in contested 
discipline, the organization must have a policy or rule prohibiting the misconduct. As well, the 
policy or rule was communicŀǘŜŘ ǘƻ ŜƳǇƭƻȅŜŜǎΦ !ƴŘ ŦƛƴŀƭƭȅΣ ǘƘŜ ŜƳǇƭƻȅŜŜΩǎ ŀŎǘƛƻƴǎ ǿŜǊŜ ƛƴ 
clear disregard for the policy. If an employee fails to comply with rules and regulations, a 
progressive discipline system should be in place for management to use in a consistent fair 
matter. A generic and typical system would be as follows:  

1. Verbal reprimand by supervisor 
2. Written reprimand, with record in employee file 
3. One-to-three day suspension 
4. Suspension for one week of longer 
5. Discharge for cause 

 Unwelcome behavior (verbal or physical) that causes offense which includes demeaning remarks or 
threats; 

 Conduct that creates an intimidating, hostile, or offensive environment or interferes with work 
performance; 

 Patronizing comments, which may have the effect of undermining authority or respect in the 
workplace 

 Poor punctuality; consistently arriving late to work and/or consistently leaving early - άŎƭƻŎƪ ǿŀǘŎƘƛƴƎέ 

 Insubordination - disrespecting the authority of the executive director and/or the board which may 
include disregard for policies of the Corporation or requests/assignments of the executive director; 

 Engaging in office gossip both internally within the Corporation and especially externally 

 Portraying other employees, directors, and the Corporation in an unfavorable manner at anytime while 
at work or in public 

 Involving another employees in a dispute or conflict when the dispute does not involve them; 

 Distracting from work - excessive time spent doing personal tasks, chitchatting, and/or socializing (i.e. 
repetitively long breaks and unnecessary distraction of co-workers from their work); 

 Low productivity - clearing away desk prior to end of day instead of showing initiative and/or 
procrastinating especially if not busy; 

 Improper office etiquette - rudeness or discourtesy to clients and general public on the phone or in 
person, entering an office without knocking potentially interrupting a client session, slamming doors 
loudly, etc.; 

 Wearing ƛƴŀǇǇǊƻǇǊƛŀǘŜ ŘǊŜǎǎ ǎǳŎƘ ŀǎ WŜŀƴǎ ŀƴŘ ǎǿŜŀǘǎ ƻǊ WŜŀƴǎ ƻǳǘǎƛŘŜ ƻŦ ŘŜǎƛƎƴŀǘŜŘ άWŜŀƴǎέ Řŀȅǎ ŀƴŘ 
not observing a business casual attire; 

 Acting in bad faith - knowing information or being able to assist in a matter but does nothing to help. 

 



 

23 
 

 
Following these steps will ensure that discipline is administered in an effective and dependable 
matter. If the level of discipline requires that an employee be discharged from their position, 
following the system will ensure that the employee was given ample notice before their 
dismissal. Most importantly, record everything; documentation is key when dealing with 
difficult employees. Even when a verbal reprimand occurs, the acting supervisor should record 
when he/she verbally reprimanded the employee.  If a termination decision becomes 
necessary, the manager should clearly explain the reasons for termination, relating it back to 
performance expectations and the requirements they have previously communicated. The 
following steps can aid in the event of termination: 

1. Within the first few minutes of meeting with the employee, they should be told the 
decision to terminate had been made.  

2. ¢ƘŜ ƳŀƴŀƎŜǊ ǎƘƻǳƭŘ ŎƭŜŀǊƭȅ ǇǊŜǎŜƴǘ ǘƘŜ ŦŀŎǘǎΣ ǎǳǊŜ ƴƻǘ άƎƭƻǎǎ ƻǾŜǊέ ǘƘŜ ǊŜŀƭ ǇǊƻōƭŜƳ ƻǊ 
give a false excuse for termination.  

3. Empathize with the employee, but the manager should remain firm.   
4. Allow the person the opportunity to vent. 
5. Try to make the situation as painless as possible; focus on performance not personality.  
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Have a reasonable and objective performance standard. It is the
ŜƳǇƭƻȅŜǊΩǎresponsibilityto showthat this standardhasbeeneffectively
communicatedto employeesand other employeeshave achievedthis
standard.

DocumentŜƳǇƭƻȅŜŜΩǎperformanceindicating that he or
she has failed to meet the standards (while other
employeeshavebeensuccessful).

Have evidence/documentation of warnings that were 
given to the employee prior to termination.

Show that appropriate training, support, time and
feedbackhas been provided to the employee to enable
the employeeto learnthe tasks.

Demonstrate that the employee concerned had
reasonabletime to improveperformance.

1

2

3

4

5.4  Just Cause 
 

Just cause is defined as legal grounds for termination such as employee misconduct or 
incompetence. Cause for dismissal under Canadian common law rules includes any act by the 
employee that might have serious, negative effects on the operation or reputation of the 
organization. When severe misconduct warrants dismissal, it is often much easier to prove just 
ŎŀǳǎŜ ǎƛƴŎŜ ǘƘŜǊŜ ƛǎ ƻŦǘŜƴ ǎŜǾŜǊŀƭ Ǿƛƻƭŀǘƛƻƴǎ ǿƘƛŎƘ ŀǊŜ ŎƻƴǎƛŘŜǊŜŘ άȊŜǊƻ ǘƻƭŜǊŀƴŎŜέ ƛƴ ǘƘŜ 
workplace. For example, cases that include factual evidence of theft or sexual/physical assault 
are often expedited, where no verbal or written discipline occurs. Although, when dealing with 
such issues as low productivity, negative punctuality or poor office etiquette, employers may 
face the responsibility to prove just cause for dismissal. In such cases, there are several 
requirements in dismissing incompetent employees:  

 
 
 

 

 

 

  

 

 

 

 

  

 

 

 

 

 

 

 

Source: Canadian Employment Law Today, 2005 

Figure 2: Activities Prior To Dismissal 
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Section 6:  Employee Relations 

6.1  Workplace Stress 

²ƻǊƪǇƭŀŎŜ ǎǘǊŜǎǎ ƛǎ ŘŜŦƛƴŜŘ ŀǎ άǘƘŜ harmful physical and emotional responses that can happen 
when there is a conflict between job demands of the employee and the amount of control the 
employee has over meeting those demandsΦέ According to Statistics Canada, the most 
commonly cited source of stress in the workplace is the lack of time or excessive workload 
demands. Also, a recent study put the costs of workplace-associated stress at almost $6 billion 
dollars annually.    

Incidence of stress in the workplace is common. According to the 2002 Canadian Mental Health 
Survey, 51% of respondents felt that work was a major or moderate source of stress. But not all 
stress is negative and research has shown that individuals function best in a work setting that 
places reasonable demands on them. In fact, many Canadians view stress in a positive light. 
About 4 in 10 respondents of the Canadian Mental Health Survey said that workplace stress had 
a positive impact on their performance, while about 3 in 10 reported that it had a negative 
effect.  To minimize stress for those who suffer its consequences, many employers have 
instituted programs and policies that are designed to reduce stress or deal with it before it 
becomes a problem. It is vital for both managers and co-workers to identify the causes and 
signs of stress in the workplace. 

 
6.2  Major Causes of Workplace Stress: 

 

 
 

Factors Unique to Job:

- Workload, variety, pace

- Hours of work/overtime

- Isolation and autonomy

- Physical environment

Relationships at Work:

- Relationship with supervisors

- Connection with co-workers

- Threat of violence

Role in the Organization:

- Role conflict

- Role ambiguity

- Level of responsibility

Career Development:

- Under or overpromotion

- Job security and satisfaction

- Career development 
opportunities 

Organizational Climate:

- Participation in decision     
making

- Management style

- Communication patterns

Source: άhŎŎǳǇŀǘƛƻƴŀƭ {ǘǊŜǎǎ aŀƴŀƎŜƳŜƴǘΥ /ǳǊǊŜƴǘ 
{ǘŀǘǳǎ ŀƴŘ CǳǘǳǊŜ 5ƛǊŜŎǘƛƻƴΣέ L.R. Murphy, 1995 

Figure 3: Major Causes of Workplace Stress 


