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Coordinator:
Welcome and thank you for standing by. All participants will be on listen-only throughout today's conference. Today's call is being recorded. If you have any objections, you may disconnect at this time. I'd not like to turn the meeting over to (Linda Burros-Glubber). Thank you. You may begin.

(Anita Pitchford):
Good morning, everyone. My name is (Anita Pitchford). I'm with the Early Resolution and Conciliation Division. And today you're going to be attending performance appraisals -- excuse me -- having a conversation.


The individual presenting will be (Linda Burros-Glubber). She is with the Forrest Service Alternative Dispute Resolution Office.


Just a brief note before we start, if you have any phones on, I ask you to please turn them on vibrate. Also, each one of you all have a survey in your hand. We'd really appreciate it if you would fill that out and just leave it on your chair as you're leaving.


For those on the line, we request that you go once the session has ended, wait about an hour later and go back into (Ag Learn) and fill out the survey so that you all can receive credit for taking the course.


If you have any questions, please raise your hand or come up to the mike. Unfortunately, we don't have a handheld mike today and what we want to do is make sure that the individuals on the phone can hear your question.


Be mindful we have about 200 and something individuals on the line and some of those have group sessions. So why there's only 280 lines open, there may be 50 people in a conference room attending the training.


Those that are in groups on the line, we ask that you provide a list of the attendees so that we can get an accurate count of who actually has been attending the training today to be sent to ERCD's email if it is on the email that you received announcing the training.

Now, I'm going to turn you over to (Linda Burros-Glubber).

(Linda Burros-Glubber):
Thank you. Thanks, (Anita), and thanks so much for joining me today. And I'm hoping this conversation will be helpful and useful to you. I certainly welcome tons of questions. That makes it much more meaningful to have real life examples.


But I do hope that you can hold them to the end so we can try to get through the full presentation first and then we'll have probably a full hour to go to some questions and answers and so on. So thank you. Thanks for having me and I'm glad that you're here with me.


Objectives today, this is quite -- these are quite a few that I hope to accomplish today. But I want you to keep in mind a few things. This is not an HR-related conversation, meaning this presentation is not going to teach you about the policies and procedures of a performance appraisals in the HR world, meaning I'm not going to be able to help you with, you know, the timelines or when things are due or the appropriate paperwork that has to be completed. It's not about the HR function.


This is about having a conversation going into your midterm review and making that review that conversation as productive and meaningful as possible for both parties.


Okay, just want to make sure that we're on the same page and there's no false expectations of what I can provide you today. So I’m not an HR. I'm in the conflict management and prevention branch. So we have very different roles when we approach these types of conversations.


I also want you to think about the fact that this presentation will cover both perspectives, meaning that I hope the examples I provide to you will be from the manager's perspective as well as the employee's perspective, keeping in mind that the manager is also an employee, right. They also have to have their own midterm review.

So I want you to keep in mind that this does not just focus on one side, okay. It's both sides going into this because let me promise you that I don't think -- in all the years it's been in the government, which is about 25 or so -- I've never had a manager jump up in the morning and say today I get to do midterm reviews. I cannot wait. You know, this is going to be awesome.


Nobody jumps up ready to go. And, believe me, I don't run in saying today's my day. I can't wait to get critiqued. Nobody jumps up excited to have that moment. We all walk in dreading it, even if everything's gone well. It's a really awkward conversation to sit down and have somebody critique you.


You know, it's just a really weird feel and it's awkward for both parties. So I just want you to keep those things in mind that I have these objective sand certainly these are meaningful. This is about having a difficult conversation. It's about making it productive. It's about not getting stuck in the past year or past six months as related to the midterm.


It's about thinking about today. It's about thinking about what you can do in the future in the next six months to make your final performance review amazing and different. It's about turning things around if you need to or even making it even better if you need to.


So we're going to be future-focused. Does that make sense so far? Sounds good? Okay.


So what is communication? Yes, pretty basic things, right. Things that really as employees and as managers, it's very much -- it's expected of us, right. We're expected to keep each other informed, right. We're expected to transfer knowledge.


You know, when you find out something is important and may impact the office or your team. It's important to share that, right. We're expected to do those things.


We hopefully work in environments where we're allowed to express our opinions, even if they differ from our manager's or our peer's. I'm hoping that all of you feel comfortable doing that.


It's about maybe changing behaviors when things aren't working because, you know, we have an incredibly diverse workforce, which is a wonderful blessing for all of us, especially in the D.C. area. And so can you imagine how many people come in every day who have very different backgrounds, very different ways of doing things? And sometimes that communication needs to address those differences in behaviors and differences in personalities.


It's also about transmitting instructions, those expectations that should come to each and every one of us as employees at the beginning of a new fiscal year and it's sad to say that many of us never get those yet we're rated at our midterm and we're rated at the end of the year for the things that we should have known.


So a lot of us need to only be -- we have to be productive employees but also psychics, which is -- I don't know. It doesn't come naturally for me. Maybe you guys have crystal balls on your desk. But that's a challenge for me and I will tell you that's why I get a lot of calls around this time of the year because people think why am I just hearing this?


So we're supposed to expect to hear those things, right, to say those things and to hear those things as part of communication.


It's about learning about each other, your team members, your coworkers. We don't have to like each other. A lot of times we don't. But we do have to work together and be professional and be respectful.


And that, believe it or not, is challenging for a lot of us, even as adults who have been in the federal service for quite a long time.


And it's a way to establish relationships, right. And I think that just to reiterate that, I don't mean personal relationships or friendships because we're not here to do that. We're here to work, right.


So it's almost a better word to say we're here to -- and maybe improve partnerships. We're here to work together for a common goal of supporting our mission and our agencies.


So I keep talking about respect, right. Communication if it's done well, it should be respectful, right. And unfortunately, that's not happening. I would tell you that in the work that I do -- and I'm a full-time mediator and facilitator -- I would say to you 90% of my cases are communication-based.


It's either that there's no communication happening -- I'll get a call and somebody will say my supervisor hasn't spoken to me in six weeks or they'll say my employee is using really bad language or they'll say it's not wrong what they're saying, it's just not really right what they're -- it's just not accurate information. Do you know what I mean?

It's inappropriate. It's non-existent or it's just off. So that means to me that we're really failing at this, something that we're expected to do every day throughout our day to communicate with each other, our managers, our piers and so on.


So really when it means respectful it means that it's to know and be known, right, to really hear it both ways. I'm not only talking but I'm hoping to listen to you as well, okay. I want to hear what you have to say, too, because it matters. If I'm being respectful, it matters what you think and what you're saying, not just what I think and what I say, right.


That's kind of fun sometimes, you know, like when you're like in a spotlight. But you want to hear other people, right, and know them. It's about being honest and that can be so incredibly difficult, even in the best of relationships and the best of partnerships.


When something's gone wrong and when somebody has failed in their project and you know they've worked hard and you know they did their best, it is incredibly difficult to go to that person and say it didn't work, you know, it failed. The project didn't reach the goals it needed to meet and maybe here's why.


Maybe it wasn't marketed. Maybe the communication didn't get out timely. Whatever the reasons are, it's hard to have that conversation but it is so imperative to be honest even when it's difficult and painful to see on their face the disappointment because if you're not you'll lose trust. And once that's broken, that is incredibly hard to repair and regain.


It's also, when you're being respectful, important to hear the other person's opinions, right, even if you don't agree and you don't have to and a lot of times you won't. But at least hear it. At least acknowledge that it's valid to them.


And even if you say I don't agree but they agree to disagree, but at least you've taken the time to hear it. That shows respect for that person, that person's ideas and thoughts and they matter.


It shows empathy. Even if you can't relate specifically to that person and say, yes, I have been right there in your shoes and if you haven't been, please, goodness, don't say you have because that's another trust issue.


But you can at least say I haven't been through what you've been through. You know, I haven't sat in your shoes or walked in your shoes or sat in your chair. But I can imagine how difficult this must be to hear this because I know you've worked hard. I know you put a lot of time and energy and effort into this. You know, you can show empathy for the feelings of disappointment or hurt they may have.


And it seeks common ground. So, okay, we agree to disagree but there's always a middle. There's always some kind of compromise, some kind of collaboration that you can make. And if you care about that person and you respect that person, you're going to try to seek that common ground before the conversation's over.


So what prevents us from having these respectful conversations? Why isn't this happening all the time? Why aren't we doing this on a regular basis? Why isn't this natural for us?


And no matter what, even if I'm training in this and I'm working with this every day, I still have really bad and inappropriate conversations. I have -- I'm human. I have a temper. I can get angry, quickly sometimes. I have buttons that can be pushed, you know. Even when I'm telling myself, oh, I'm letting my buttons get pushed, they still get pushed and I still struggle through not showing that reaction.


So all of us can get the better of us had. Okay, all of us can be there in that moment. So just think about these barriers. Think about what your buttons are. Think about when you walk into that midterm review are you already thinking negative thoughts? Are you already going in thinking that you know what's going to be said?


A lot of times you have a self-fulfilling prophecy, right. You walk in with an attitude, a chip on your shoulder thinking this is going to stink. It's going to be one hour of my life I'm never going to get back and I'm going to hear nothing but bad stuff and you walk in with a scowl on your face and then what do you get back? The same thing I brought in, right, because your manager or your employee is going to look at you thinking what the heck?


You know, I had great things to say but now I'm going to have to sit back and see what the heck is going on with you, right. It could change the entire tone of that conversation by how you walk in, okay. You have control over that as the employee, as the manager. You have control over how that tone appears and how that conversation goes. That's your session, okay.


For listening, have you ever been in a meeting and you're just waiting for the shoe to fall? So you're thinking of your response. You're thinking I know she's going to bring up that meeting that I didn't go to. I know she is. You know what I'm going to say?


I'm going to say I was busy and I had a deadline and so what I missed the meeting. I've been to 15 other meetings and I'm thinking of all my really great responses and I don't hear the fact that she said you did a great job on the presentation for such and such. I didn't even hear that. I'm not even paying attention.


So at the end of what she says I say, well, you know what? I've gone to the 15 other ones, you know. What? What are you telling me? And not even hearing the great things or the good things that are being said because I'm waiting for the bad thing and I'm forming my responses. I do this at home a lot in arguments and it doesn't serve me well there either.


And it doesn't serve me well here. So listen, stop and listen. And if -- you know what? If you do hear the bad thing, ask for a minute to compose yourself, think of all those great things you want to come back with, make sure it's respectful, though, and then say it then, okay.


You don't have to form it while you're listening. Listen, really listen because you might miss something that's really great, okay.


Defensiveness, again, walk in, ready for a fight, most chances are you're going to get one. You're going to get one because the person is going to sense your defensiveness and they're going to be defensive too. So now we're both defensive. We're both sitting there thinking, yes, what?

And we don't even know why, right. We're ready for a fight and have no idea what the fight's about, right. So go in with an open mind thinking of all the possibilities that could be said, good things that could be said.


If you don’t hear them, you'll have a chance to talk about that and address why you didn't hear those good things. Go in ready and hoping for the best.


(Unintelligible), we talked about that, right, expecting what you're going to here. Oh, I know it's going to be about this and a lot of times it could be but you're -- so I think as human beings we're so funny. We always make it so much worse than it really is and it escalates before we even start the conversation.


Okay, so just let it kind of progress as it goes and let just listen and hear it out. And I mean this on both sides. Allow the employee to speak, vent if they need to. Allow your manager to share what their thoughts are and why and the reasoning. Ask questions if you don't understand. But let those conversations kind of play out, okay.


I think we create those barriers and we walk out wishing we had said and asked so much more than we actually did.


So a couple more; I want to kind of skip down because some of these are kind of obvious but poor physical condition. If you don't feel well, if you have the flu or a migraine or stomach problem or whatever the case may be, don't force yourself to have that session that day.


Be your best in that conversation. If you know you're going to have a conversation that may require a lot of concentration and your full attention, make sure that you're physically well enough to do that, okay. So if you don't feel well, there's no harm in rescheduling, okay.


But do that. Make sure that you go in feeling your very, very best, okay, and so that you're ready mentally.


Lack of trust is a big one that I want to hit on today. Again, it's that honesty. It's fostering that. It's being honest. It's fostering the trust that's so needed to have these important conversations.


And time constraints, if you have 10 minutes, you know, reschedule. You want to be able to sit down, have a conversation that you're not rushed, you can actually listen, get feedback. You want to make sure that person feels as if their time is important and that they are important.


Okay, so let's talk about the categories. When we go into our midterms, of course we're thinking about the past six months, right. We're thinking about what happened, okay, what went well and what didn't go so well, what worked, what didn't work, how you performed, how often you came in, how often you didn't come in, why, how all of your relationships are. It's all those things that happened in that past six months.


And, of course, that's the whole point of this session. So you're going to have to talk about that. It's critical. So what I want you to think about as a manager and as an employee is don't get stuck in that. Don't go back and say, well, let me explain.


The reason why I didn't get this done is because (Linda) dropped the ball, dropped the ball and then when she dropped the ball I let her drop the ball and I was really, really busy and I didn't go back because you called me to this other thing. You did that. You called me to this.


I mean, there's all -- it's all -- there's always room for an explanation. Certainly feel free to do that but don't get caught in the whos and the whats and the whens. If I only had this and if you didn't pull me here and then (Linda)'s, you know, so incompetent that I can't rely on her and you get stuck in the past.


You're not thinking about the right now, this moment, I can fix this. I can change this. I can say, yes, that didn't go well and there's a lot of reasons why and if you want to hear them I can share them with you. But how can we get this back on track? How can the next six months be better? What are you suggestions to make this a successful project? Can we turn it around? Is there an opportunity?


You know, there is so much more to talk about that is meaningful and productive that can make things better than what went wrong, right. Why waste all that time on all the failures and who failed you and why? Let's talk about what can walk, who can help you. Do you need more resources? This is the time to talk about it, the present and the future, okay.


Just don't get stuck in the past and it's such an easy trap because you want to go back and fix it. Well, you know what? You can't. There's nothing you can do to go back and fix what's already happened. Make sense?


So how do you raise an issue? When is it appropriate? It's always so important that your midterm is held in a private location. I can't tell you how many times I've heard people call and say my midterm was held in my cubicle with people on, you know, on either side that heard the conversation. It's so embarrassing.


Even the best of conversations, you don't want the whole world to hear it. You know, give that person the respect both sides to wait until you can find a private location, okay. Make sure it's a private, secluded place, you know, that you know it's just the two of you talking and the two of you hearing and listening to each other.


Raise the issues. You have a voice in this process. As a manager you have a voice in this process. It's okay to say that the person did something wrong. I have so many managers who are afraid to say it, are really, truly scared. They're afraid of grievances. They're afraid of EEO complaints. They're afraid of any kind of conflict of strife.

You have the right as the supervisor -- if something didn't go well, you have the right to raise that issue. But as an employee you have a right to rebut it as well. You have a right to explain. Okay, don't get stuck, but you have a right to explain. You have a right to talk about it. You both have a voice in this process, okay.


Talk about what went wrong, how the (behavior's a personality). Speak for yourself. Be specific and I think that's so incredibly important. You don't want to go in as a manager and say, you know, (Linda), everyone in this office thinks that you are just incompetent, yes. You just blow it every single day.


Is there a day that you get it right because everyone in this office, everyone -- did I mention (Sue) down the hall -- everyone thinks you are just a mess. And you're always a mess. You never get it right. You know, you get all these generalizations. Oh, it's the whole team against you, my goodness gracious.


That person is going to feel so defeated, right. And probably pretty defensive. They're going to want to fight for themselves and maybe rightly so. You know, well, who's everyone, you know? Well, last week I came in and I did such and such, not never.


I mean, you get stuck on the never and the always instead of the specific issue of maybe it was Tuesday that you didn't take the project over to the correct office, you know, in a timely manner. Maybe you missed that one step.


But mention that one step. Don't say every time I ask you to take the package to so and so you're late. You know, is it really every time because the person's not going to hear the action? They're going to hear the every time. Every time, really? Like on April 2nd I think -- well, really? Does the date and the time really matter? It's the action, right, you need to talk about.


So be specific. Don't over-generalize. Don’t say it's everybody. Speak for yourself and only yourself. It's only the two of you in that session. It should only be about the two of you, okay.


Listen and invite cooperation. And what I'm asking you as managers out there is to allow for a 360, right, where it's completely turned around, right.


Yes, ask for that. And I know that takes some courage and some bravery to sit down and give someone and midterm and put your folder aside and say, okay, now it's your turn. Critique me.


That should happen. It should be an option at the very least and you, as an employee, have the right to request it. The manager may have a right to deny it but there has to be an explanation as to why. We're both entitled to have -- this is a two-way conversation, right, what works and doesn't work on both sides.


So have the courage to ask for that if it's needed. But as a manager, have the courage to allow for it as well. Okay, so I'll talk about people and problems. Distinguish between the two, right.


It's so important, right. There's a person involved. When there was a mistake made, a person made that mistake, right. That person has feelings involved in that. That person wanted to do a good job in most cases.


The person wanted to do a good job in most case. There are some folks that, you know, they've lost interest in their job, sometimes 20 years ago, you know. We get it. We had those folks in the government. I hear you.


However, most of us wanted to do well, right. So it is hard when you hear that something failed to not take it personally, right. I had this boss who I just adore and I just look back and think there were so many nuggets of wisdom that he gave to me that I didn't appreciate at the time but I do now.


But he told me that, you know, a person 10 years form now and maybe even two years from now, depending on our age, maybe next week, will forget exactly what you said, right. They'll forget the words that were spoken. But they will never forget how they were made to feel in that conversation, never.


They may see you 20 years from now and remember you -- oh, yes, I worked with you in the Forrest Service -- and forget that we had a bad -- you know, forget the content of that bad conversation but they'll never forget how they walked away from you that day, how they felt that day when they walked away from you or out of that conference room.


And I think that now I can maybe put some years behind me and think about experience. I think that's truly true. You know, it really is true. And I try so hard to think about that in difficult conversations because I'm not trying to break the person, right. I'm trying to fix the problem. I'm trying to figure out what's not working. I'm trying to make it better so that we have a functional, productive office. I'm not trying to hurt a person, right.


And I think sometimes we forget that there is a person and a problem, you know. They can be separated, okay. So put yourself in their shoes, think about how they're feeling, think about the work they put into it even if it didn't work well. You know, think about that whole picture if you can, okay, and think about when that person walks away, you don't want them to remember you as a tyrant for 20 years.


You know, you want them to maybe respect how you handled the situation. They can work both ways, okay, because if you go into a midterm review at the employee and start screaming and carrying on and stomping out, I mean, the manager's going to walk away having some feelings, too.


I mean, this in both perspectives. Both of us have to be responsible and own our own behaviors.


So positions and interests, we all have underlying interests, right. We all have those things that matter to us. When we go into our midterm and we're looking for growth and we're looking for opportunities, sometimes we're looking for promotions, sometimes it's because we want to do better for ourselves financially. Maybe we want to move into a better neighborhood. Maybe we want to give our kids better opportunities for school.


We all have something that we're going in. It's not just about a (GS12) and a (GS13). It's not just about that letter and number combination. It means something to us, okay. And so as a manager, ask why. You know, if that person is pushing and pushing for a promotion or pushing and pushing for a detail, ask why. What's going on?

So here are some ways you can think about asking those questions to understand the reasoning because maybe a promotion is not possible but maybe there's a project that can give you some overtime. Maybe the person needs to be home because they have a sick parent. Well, maybe they can telework.


So sometimes if you understand what's happening in the background you can be really creative in ways of helping that person achieve that goal, okay. So just think about those things when you're hearing it and you're hearing it over and over again -- and I know there's some managers that tell me that every midterm the person says where's my (GS12) or where's my (GS13)? Where's this? Where's that?


And no matter how many times the manager may say, well, you haven't quite reached that work, you know, load or that complexity or this or that, well, maybe the manager should sit down and ask, well, why is it so important to you? You know, what does that mean to you? Is that an accomplishment that means something to you? Is it financial? Is it recognition?


You know, what is it because mostly you can find other ways of achieving it. Okay.


The I message. So I've mentioned defensiveness quite a bit, right. How many times have you had a not so pleasant conversation and you said, you know, you blew it. You ruined everything. You know, you came late, which set us all off track. You could have made this a successful session, but you blew it.


You didn't bring your presentation. You came late. You know, you didn't speak clearly. You ruined everything. If it wasn't for you it would have been completely successful.


So I think probably after the second you the person is just hear you, blah, blah, blah, blah, you, blah, blah, blah, you, blah, blah, blah, you, you, you, you failed, right. That's what they're hearing. And they just shut you down. It's completely shut down, right.


So if you think about the context of a midterm and you're thinking, well, how do I approach the person who -- I mean, this person is responsible for not doing this project well or for not coming in on time.


Maybe you could just rephrase it by saying, you know, I need you to be here on time. I value you you. I need you to support this office. You know, we care about you being here. We worry about you, you know, when you're late or you're missing. We worry that you may be ill or that something's happened.


We, I, you know -- it should take that burden off that person to remove the defensiveness, to allow the person to actually hear the message, right, to hear the concerns. Put it on yourself. Take ownership for what's troubling you. It's me that’s concerned, right.

It's their behavior maybe that's triggering me but it's me that's being triggered, right. So I need to take that ownership and say I am upset when you come in late. I need you to answer the phone. I'm at standup and I' can't get the call from the chief at 8:15 when I need to be present. I need you to be there to get that call, okay. It's me that needs this and here's why, right, versus you got me in so much trouble today. You ruined everything.


Do you realize that you missed a call from the chief? Do you realize what kind of trouble I’m in now? Do you realize that this is going to cost me, you know, this, this and this? Do you realize what you've done? Do you?


You know, it throws -- it's very -- that person just is not hearing you anymore, okay. So here's some ways -- kind of a formula, if you will, of how to construct an I message. You know, that ownership, you know, I feel angry when I can't find you. I feel angry when you're not at your desk when I need you. I feel angry when I've told you this before and you're still not here at 8:15 when you know or I’m expecting this call to come in.


It kind of changes the tone a little bit, right. And a person may here the actual concerns.


Again, this kind of reiterates. You points fingers, you makes people feel defensive. Again, be hard on the problem but soft on that person, right. There may be a reason. They may say, I lost my daycare person and I didn't know how to tell you, you know. I've been scrambling to find a replacement and I didn't want to get in trouble because I know that this makes you very upset when I'm late. But I'm in a real jam and I don't know what to do.


And that person may say, oh, I know. Well, we'll ask (Linda) to come in, you know, at 8:00 and she can sit here for an hour until you get in until you find your daycare person, okay, instead of stressing so much about not coming in by 8:00, knowing you're going to get in trouble, just talking about the why. Here's why. This is what happened.


You know, so how can we fix this? Okay, and in most cases, you can find that middle ground, right, because that person doesn't want -- if they want the job to be done, so, okay, we'll fix this.


So guidelines for feedback, let's use that same example, that late arrival, just kind of thinking of that as a (unintelligible) for context if you will. State your reason. I'm expecting a call at 8:15. I need you here by 8:00 to get that call at 8:15. Make it specific because that's when the chief expects me at standup.


I need to get that call to know when to arrive. You know, explain why. This is why it's so important. Make sure it's understood. You know, you get it. Remember how he always calls at 8:15 and I really needed to be here when he calls, so I don't know where to go, that kind of thing.


Make it timely, right. Don't say four months ago I told you to be at your desk at 8:15 and you weren’t there. That was on October 22, 2011. Why? Why weren't you there? What happened that day? I want an answer. Where were you that morning?


Well, I don't even -- I would have no clue, right. But if you said Tuesday I asked you to be here at 8:15. Where were you? You could say, oh, 66 shut down and I’m sorry and I tried to call or whatever the case may be. But really six months ago? I would have no idea what happened and why. It's not timely. How can I fix something that happened six months ago, too? It's not fair to me, right.


I don't even have a chance to say why (unless I) (unintelligible) or something. I mean, I would have -- let me -- give me a chance, right. Focus on the behavior, right. I'm finding that you're being late more often. Is something going on? That's your chance to say, right. Yes.


You're right. My daycare provider just totally quit on me. I'm in such a jam. I'm completely stressed out. I don't know what to do. It's going to take me a few weeks to find a replacement. Oh, okay, all right, no problem because, you know, (Linda) gets in early and so and so doesn't need her (unintelligible) until 9:00, so we'll have her come over, no problem. And just let me know when it's fixed, you know. Limit it, okay, which means, you know, please don't be a dead bug. Like say it once or twice. Make sure you get the message.


You know, do you understand why it's so important? Yes, I do, I'm really sorry. No, really, seriously? Do you get it because the chief did call at 8:15. I told you that he would and he did. Even Thursday he did. I told you he would. Do you get it? Do you understand how important it is? Do you? Yes, I do.


But do you know that I had to go and explain why I was late? Do you understand how uncomfortable I was? Yes, I do. Well, do you realize that my whole day shifted? Okay, yes, I do and I'm sorry. You know, yes, I understand and I'm sorry or a, yes, I understand then move on because that person is going to dread coming to you to talk to you about anything because they're going to hear it 20 times, right.


I say yes, I get it. Let's move on. Move on, okay, because you want to keep that line of communication open. You don't want them to dread coming to you, okay. And I think my kids could really appreciate it if I apply these things at home but we'll move on.


Define the impact. You know, here's why it's important. You know, he gets so upset with me if I don't -- if I'm not there at that session, you know. And you can be honest and say I don't want to hear it from so and so. Just let me get there, you know. Define why it's so important to you to get this. Offer other suggestions, right.


Let's get (Linda) up here for the time being. We'll fix this no problem. And express appreciation. Say thank you for telling me about this problem. Now I get it. Now I get it. And on the flip side, thank your manager and say thank you for letting me share this. Thank you for, you know, finding and interim solution.


Thank you. Whatever that thank you is for, thank each other, right, because you're working together. And, wow, both of you are feeling less stressed, right. You can both take a deep breath and know that maybe tomorrow will be a better day, okay.


So let's talk about did you really need to say that, words, really? Have you ever prepared yourself so incredibly much for a midterm? You write down your notes, oh, I'm going to say that on March 22nd you didn't say good morning to me and you have all these things so documented, right, or you prepare -- you're prepared to say you are rude to me on Thursdays and, you know, whatever the case may be.


And then the person doesn't even hear your message, doesn't even hear your words because when you come in like this, right, rolling your eyes, you know, just, you know, that exasperated, you know, here we go again, here we go again, midterm, let's get it over with, come on. What do you have to say? What's going on? Yes, right, yes, okay. I mean, they're not hearing anything, right.


Your body language is 55% of your communication. Your tone is 38%. So 93% of your communication is non-verbal. It has nothing to do with the words. It has nothing to do with your preparation. It has nothing to do with the speech that you provided the soliloquy that you planned to like, you know -- it has nothing to do with that.


It has everything to do with what you look like on your face, the movements you're making with your arms and your eyes and your tone of voice. It has everything to do with that, okay, very little to do with the words. Would you agree or does that surprise you?


Okay, some basics to think about, the six times rule. And, again, I can apply this in so many different places. You have to say something to someone six times and I mean say in a general sense because it has different mediums. It has to be email or verbal or training or showing it by example. But you have to demonstrate it in some way six times before the person actually retains it permanently, adults, adult education.

How many times have you have you thought how many times do I have to tell her, you know, to be here at such and such a time? How many times? Well, maybe -- and I get it, believe me. I know that's frustrating. I get it. I get it. But maybe you have to say it and follow up with an email.


Maybe you can go by the cubicle and say it's 8:15. Are you ready to go? Demonstrate it. Maybe training on time management, you know. If they're still not getting this straight, say how about we take this class or you need this class or whatever the case may be but demonstrate it, show it, say it, follow up six times, okay, if it's really that critical.


And especially if it's not -- you can tell it's not quite being retained. If the person, you say it once and they get it, great, okay. But if you're just not, give it a chance, okay, give it six times. Again, vary the medium. Make sure it's two way. Make sure the message is received. Do you understand I need you here? Yes, good, okay.


Make sure it's timely and make sure it's consistent. And what I mean by this is I'm going to give you an example of a recent case that I had, which is -- it makes me laugh sometimes. But there was two -- not that I don't take it seriously and care very, very much about both parties, okay. I do. And I really do.


But it's kind of -- when you hear, it seems kind of silly sometimes, okay. The one woman was very upset that the other woman did not say good morning to her, okay. This was absolutely a breakdown in their professional relationship. They stopped talking. They hadn't talked in six months because the one person did not say good morning on a consistent basis.


So the other lady said, no problem, okay. I will make sure no matter what. I will come in and the first thing I will do is I will say good morning, okay.


Well, we had this huge blow up and we had to meet again, right. So I'm thinking what happened? We got this all worked out. This is kind of a simple thing, right. Say good morning.


So the woman said I went in every day and said good morning and on Tuesday and Thursday she told me I cannot say good morning because most likely she'll be grumpy.


And then on Monday there's a good chance if over the weekend if I've had a long weekend maybe you shouldn't say good morning. So you have to read me and know. I want you to say good morning every day but you better read and make sure, right.


Really? Seriously? So needless to say, the other person said, I ain't doing it. I'm done. If I have to go in and do a psychiatric evaluation on Mondays, Tuesdays and Thursdays on whether or not you can hear my good morning, it's going to be well received, I'll skip it. I'll pass.


And unfortunately -- we just -- the mediation just completely burned. You know, it just -- as you can imagine. I'm trying to stifle the, you know, the oh my, you know -- but this is a real, live case. Really? Seriously?


So be consistent. That's her problem, right, her moodiness, her grumpy on Mondays, I have issues, and Tuesdays and Thursdays, maybe, I mean, that's your issue to figure out. But if you want me to say good morning, I'm going to say good morning every day.


If you have an issue with it, that's yours to figure out, right. I can't figure out when the rules change. If you tell me this is the rule, I'm going to follow it but you better be consistent with it or the rules and the game it changes, okay, and then, of course, in this case the rules changed. She just stopped and said I give up. I’m done.

So be consistent, okay. And if you're not, say oops, I messed up. You're right. You're right. I meant for you to -- I want to see you every morning. I want you to say good morning today. I am so irritated.


It took me two hours to get in. The cherry blossom traffic is ridiculous and then it's foggy and it's rainy and I couldn't find a parking because everybody drove today. I’m sorry. I do want to hear from you, okay, because we all have those moments. We're not perfect. Own up to it and go, oops, I messed up. I’m sorry. You're right. Good morning.


Okay, use examples. Use the metaphors. Use the analogies if you need to. Tell the truth. Be honest. At all costs, please be honest. Be gentle, be kind, be respectful but be honest in these conversations. It's so critical because when trust is broken I cannot tell you -- and (Anita) and (Keela) can tell you in these sessions, once trust is gone, 90% of the time it's gone forever.


That little 10% is usually when there has been a longstanding, personal, meaningful relationship there where the person is willing to give somebody another chance. Most cases, workplace relationships don't carry that kind of weight. And when that trust is broken, they're done with you.


So please value that even if it's just to get your work done, just value that. Okay, again, if you're inconsistent, own up to it -- oops, I made a mistake, I'm so sorry, you're right. Today is a different day because of this reason, A, B and C. But tomorrow I'll get back on track, I promise you. I'm sorry.


Given them moan space. They'll probably say, oh, so next week if traffic's bad I’m going to get the same old -- well, let them moan. That's okay. We all moan and groan, right, when they don't really want to do something or if it changes. But we'll get over it and we'll pick up what's left.


So I'd like to see what kind of questions are out there. I hope you have some for me. Certainly if you heard something that you want to hear more about or examples, I'm willing to try to help you with those. But at this time, I'd like to open up the line.


We're going to have some maybe online questions, maybe some phone questions. If there's folks in the room, please come to the microphone and that's only because I want to make sure that everyone on the phone line can hear you.


But it's open. Does anybody have a question for me or a thought? Yes, sir. Yes, come up. (Share) that mike for me.

Man:
For most people, there is a clause in our performance evaluation that says (as) other duties as assigned. And that question leads me to -- I don't have an answer for this for people that retire, for people that are sick, for people that are away on details.


Work still has to be done. And so how do we handle overburdening issues and insufficient resources to complete them but still it becomes our responsibility to finish?

(Linda Burros-Glubber):
Yes, it's really hard. I think a lot of us can say that we're doing at least 1.5 jobs, right. I mean, I know that, yes, we were an office of three or four at one point. But you're looking at it right now. It's me.


And so I’m doing much more than I'd like to do and it's not always easy. What I’m hoping and what I try to tell myself is that it's temporary, you know. We've kind of hit a rough patch, that resources will come.


I vocalize that. I use my voice to make sure that during my midterm and during my performance appraisal I say I am overburdened, I am overtaxed. I need help. Here's why. Here's how. Be specific about the things that maybe could get done that aren't getting done.


For example, I would love to do a newsletter. I would love to do some marketing. That is the last possible thing I can think about doing because my cases take priority.


So if I can go into my midterm and say I would love to talk more about a program where I would travel to the job corps centers. I would love to market. I would love to do more training. I would love to do a brochure, poster. But there just isn't the time and resources to get it done.


Maybe with those specifics they'll find ways of making it happen, okay. So voice it, share it as often as you can, be specific and your manager can't move, you know, earth, heaven and earth because it's really hard right now. Certainly can't pull money. You know, you can't get blood from a stone because, you know, we're all kind of facing these constraints.


But if you voice it with specifics, maybe they can find -- somebody can come in as a detailer, maybe some job exchange. Maybe there's something there. Maybe there's a person who has interest in doing some of your work. There can be some creative ways of fixing the problem.

I hope that answered your question. I know that's still not 100% solid. (Anita)?

(Anita Pitchford):
Online, someone asked that they were thankful for you talking about only your own stuff. But are there any suggestions on how to get past that to get to the real problem when you're a manager and you're trying to explain to the employee what they need?

(Linda Burros-Glubber):
They need to own their own responsibility in it. Yes, yes, and that's hard. And that's delicate because you never want to diagnose someone. You never want to say, you know, I think you might be bipolar and that's the reason why I can't get you to come in on time. And you need to own that, that you're bipolar.


You never want to go there. I mean, of course, but that's why people like me and (Anita) and HR and ER and (Ella Moore), that's why we're here. We're here to help you through those difficult conversations, those conversations where we can ask those self awareness questions.


For some reason, when we ask, it's very different than when a manager asks, right. I think when the manager asks, it seems much more easy. So perhaps, much more the defensiveness there and understandably so, right. I can see why.


But when a third party, a neutral is asking, there is a freedom of that conversation. You know that there's confidentiality. You know the person is asking to benefit both parties, okay. They're asking to benefit the manager to get the work done but they're also benefiting the employee to better themselves, to allow for that self awareness.


So use the resources there. Don't feel like it's only your responsibility to fix it. You can't fix the person but we can try to help you get to the underlying issues.

(Anita Pitchford):
Okay, you have another question. It says when the trust is broken beyond repair, do you have any suggestions on how to be honest with the staff, doing performance reviews without them thinking you are picking on them?

(Linda Burros-Glubber):
Yes, in a group session? Is that what they're -- individually, with the staff individually. I'll say never have a conversation like that in a group setting, definitely.


From hearing that there's going to be more than one person in the team that needs to have a difficult conversation that trust is involved, that's going to -- that's hard but it's going to take you having a real heart-to-heart conversation, okay.


It's going to put you in a position where I need you to be vulnerable, okay, and go in and say, here's what I've noticed. I've noticed our relationship has been damaged and here's why. You know, you're not talking to me. I'm not talking to you. May I feel undermined as a manager. Maybe you felt as if I broke the trust when I told my second line supervisor that you blew it or don't say it that way but you know what I'm saying.


You need to have a real heart-to-heart conversation about what broke and why. And, again, allow yourself to be vulnerable and I realize and recognize that it's a hard conversation to have. If you need a third party, if you need one of us to help guide that conversation, we will be more than willing to help you so that you can tell me what broke and why, okay.


I mean, you're actually sharing it with the other party but you're addressing it to me and there's a barrier there. There's a cushion in between. And so allowing yourself to be vulnerable but letting somebody else help you through that awkwardness or that uncomfortable conversation.


I hope that helped answer -- yes sir?

Man:
I'll make a comment about the other duties as assigned.

(Linda Burros-Glubber):
Yes.

Man:
That's actually been a stickler for a long time.

(Linda Burros-Glubber):
Yes, many years, right, yes.

Man:
And it would seem that if OPM sets the guidelines on how our position descriptions and the duties and the ratings and the job level are determined, then the other duties as assigned should have a percentage cap.

(Linda Burros-Glubber):
Yes, I hear you.

Man:
And once the percentage cap, you go beyond that, then you're into a completely different job classification, or at least position type (unintelligible).

(Linda Burros-Glubber):
Yes, that makes perfect sense, it really does. Thank you for sharing that. I think -- yes, ma'am. I think unfortunately the trend is that we're even going more vague. You know, it's even going to be a more -- a broader position description.


And, again, I’m not HR, so please don't quote me. But the things I've heard is that we're moving even in a different direction than that where it's going to be even less specific.


Yes, ma'am?

Woman:
I actually have to be a recovering classifier. And there is actually...

(Linda Burros-Glubber):
Welcome.

Woman:
I feel so much better. There actually is a cap to it. If something takes up 10% to 25% of your time, it does need to be in the (division) description. If it's on a temporary basis, you can have an addendum on your (PB). It doesn't have to be a big, formal, you know, to do, but make sure it's there.

If you think it's (grey) controlling, you always have the option to ask either do your agency or the departments take a look to see if that's going to impact your grade but there is a cap to it.

(Linda Burros-Glubber):
Good to know. That's really, really good to know. Yes, thank you so much. I wish we had -- I wish all of us as managers and supervisors had training that we, you know, we heard those kinds of statistics. It would help out so much, right. It would help out so much. (Anita), yes?

(Anita Pitchford):
Can you give some advice on how to conduct performance reviews virtually?

(Linda Burros-Glubber):
Oh, that's tricky. Yes, that's because -- you know, that whole body language tone thing -- you know, we talked about 93% of that conversation is unspoken, right. But believe me, if the tone is strong enough, you're going to hear it through the phone line of course.


But what I would suggest is maybe, you know, a lot of us have (BTC) right now. Try to use that. I realize it's complicated and it can be difficult to find space and rooms that are available but I do think the value of seeing each other far passes the complexity of trying to get the room.


You know, I think it's so important to have that eye-to-eye, that, you know, person-to-person conversation, especially when it's something that involves -- and I just want to reemphasize -- if it's something that you know is going to be difficult, please try to do that. Please try to have that face-to-face talk, even if it's (BTC).


Maybe even hold the conversation until you're able to travel to that location or that next time you're going to be able to sit down with that person. The value in that is so important.


But if there are no other ways of doing it, the only way you can do it is have a conversation by phone, make sure that you're checking in, right. How are you feeling about this? Are you -- does this sound right? You know, are you having any thoughts or concerns? Do you have any questions so far?


Make sure that you're checking in what that person more often than you usually would just to, you know, have that gauge that something's going awry.

(Anita Pitchford):
Another one is supervisor has an employee who does their best not to do their job. How do you have that conversation?

(Linda Burros-Glubber):
Yes, (unintelligible). Yes, that's -- again, honesty. You don't want to say I think that you're doing your best at not doing your job and congratulations. I mean, you don't want to say that. Kudos to you.


No, you don't want to say that. But you do want to check in. You want to ask what's going on. You want to explain that you had expectations that weren't met and here's what they were. You know, and you want to check in and say are you still enjoying your job? Are you still happy here? Is there something else you'd like to be doing because I need the work done and I want you to be a happy, productive employee?


So what can we do to make this right because this isn't working the way it is right now.

(Anita Pitchford):
The other question is could you speak a little bit more how to be hard on the problem, soft on the person?

(Linda Burros-Glubber):
Yes. What I mean by that is to be specific about the situation itself. What didn't work? Meaning, say for example, in my position as the (ADR) program I was supposed to maybe market our program nationwide for the Forrest Service, okay.


Maybe I need to reach out to 40,000 employees and all the different field offices and job corps centers and all those things. Well, maybe the feedback came back that none of the job corps centers were reached or Idaho was missed or that the communication didn't go over well, it didn't make sense. The contact information was missing.


So the marketing didn't go as well as it could have and it was an expensive effort and so now we have this expensive effort that didn't reach the people and the information wasn't shared. Let's just throw that out, not that that's ever happened.


So that's what you need to say, exactly those things. This is what happened. This is the feedback that I received. But it's also so important to say the good news first, to say, (Linda), you know, I know how much you love what you do and I know that this was a project that you wanted to work on.


So I'm kind of curious, you know, what happened? What's going on? What was going on? Were you overwhelmed? You know, were there cases coming in too quickly? Did you have too many cases on your case load because here's the feedback I had received, okay, that Idaho was missed, the contact information was missed that it was -- the poster was blurry.


So not this, you know, $50,000 effort has kind of been lost and it's troubling for these reasons or whatever. But make sure the person hears the good news about the value they do bring, the great successes they have had, why it was important for them to be chosen to do this project because they do have skill in this area and then share the feedback honestly. Okay, again, be specific about what didn't work.

(Anita Pitchford):
Okay, (Linda), what is the reasonable time in getting appraisals done? How many times can you ask your supervisors to do it and what if he just doesn’t do it?

(Linda Burros-Glubber):
Yes.

(Anita Pitchford):
...for the (unintelligible).

(Linda Burros-Glubber):
Right. I think that is something that's kind of a recurring -- I think that we're hearing it but they're not happening as timely maybe as they should. Certainly if you've asked your supervisor numerous times to meet and that person is not meeting, you have every right as an employee to go to your second line supervisor say, hey, I really want to have a midterm review, I want to hear some feedback, I want to provide some feedback. But I'm having trouble connecting with my manager.


I realize that's a big step to make and it can be uncomfortable and awkward but you have every right to go to that person once you've addressed your first line supervisor.


You could also put it in writing, send an official, you know, email, you know, to kind of document the fact that you're trying to make contact and it's not working. You can call employee relations if you want to to see if they had any advice. You could contact us as an (ADR) specialist and say can you help me make contact with my manager because I really want to have this conversation.


They're either avoiding it because they're uncomfortable but it's important for me to talk. So there's -- you can approach it in different ways using different resources. We can help you make that happen. Yes, ma'am.

Woman:
Yes, I'm just wondering if you can talk about some tools -- funny, I was listening to you and saying, yes, that's what I do. I lay out here's exactly what happened. But I fear I'll get the defensiveness and I was wondering if you could talk about what you do when defensiveness is striking back at you with disrespectful comments.


I try to just say I feel that that is disrespectful because of X. You know, I understand this may be hard conversation, so let's focus back on -- I try to redirect. Is there any other...

(Linda Burros-Glubber):
That's a great way. But there are times -- and I think I've been in this position myself -- where you have to shut it down and say, you know what? We need to cool off. You're upset and I'm getting upset, you know. This is escalating, this is not going the way I wanted it to go. This is meant to be a productive conversation about what happened.


This is not personal in any way. I value the things that you do. Let's take a break. How much time do you need? Do you need 10 minutes or do you need a day? But we're going to revisit this and I need to revisit this with you but we need to cool off.


And that is okay. Take that cooling off period because, unfortunately, when that defensive chain has started and it's escalated, it's really hard to rope that back in in that moment. It is on its path.


And the more you try to explain, she's going to have another link or he's going to have another link in that chain. So just stop it from growing. Cut that chain there and take a cooling off period. Do you have a follow up?

(Anita Pitchford):
She's saying that every single time, every conversation.

(Linda Burros-Glubber):
Yes, that is -- that's challenging because you don't want the communication to shut down. Oftentimes when we keep encountering that same defensiveness or that same obstruction we end up not talking. We just stop. You know, we just give up.


What you could do is try an email. You know, you could try to draft it in written word, you know, and send it so that you can have a chance for her to read it, you know, listen to the message, maybe spout off, maybe vent a little bit to her colleagues or her friends and just using her edge in offense.


Let her have that moan space and then schedule a meeting for the next day or two days from then and say did you get a chance to read my email? What did you think about that? You know, do you have any feedback? Just let her or him vent before you event meet face to face, one approach to try.

(Anita Pitchford):
And also what you could do is just every conversation -- and (Linda), I know you've been (unintelligible) this also -- is have a third party. Our offices are available to facilitate the conversation because sometimes having a third party, a neutral, does not have -- does not own anything and doesn't work, doesn’t have anything to do with either one of you. It may have a better understanding.


Sometimes we have to do what you call a reality check, let them know that it's about the situation, not you and I'm having this individual in here so that we can have a good, productive meeting and what I’m feeling is that we're not going to be able to get there and this is why. And how do you feel about that because it is voluntary and what you don't want to do is make that individual on any more defense?


So we are available. We have participated in meetings where that's happened where the supervisor has problem with the individual he's trying to give a rating. And what we explained is that we're not HR. We're not here -- you can't go back and say, well, we had an individual in the room, so I want her to state what happened in the room. We don't do that.

What we will do is facilitate the conversation and help each party get to where they need to be at.

(Linda Burros-Glubber):
And then hopefully the goal would be that each time it would help the conversation go better and eventually you'd be able to have it on your own. She'll recognize, have some self awareness and we can, you know, let you go and do it yourself.


So it wouldn't be a permanent -- if you're thinking, oh my goodness, for the rest of -- really, for 10 years that she's in the federal government we have to have a conversation with a third party?


That's not our -- our goal is to always set you free from that. It's to kind of give that person the tools and self awareness to then go in and have a, you know, a better conversation with you.

(Anita Pitchford):
Next question. What advice do you have for employees whose supervisor constantly gets them to do someone else's work and is not rated on it?

(Linda Burros-Glubber):
And is not rated on it?

(Anita Pitchford):
No.

(Linda Burros-Glubber):
They don't get recognized for the extra work that they're doing. Yes, I mean, that's tough and it's frustrating. I would -- you know, I think that it's so important before you go into your midterm or your final appraisal to do a list of your accomplishments, right, to actually write it down and document it, the things that is expected of you, right.


Here's my job. This is what I did and my work. These are the things that -- this is what I’m expected to do in my (PB) and here are the extra things that I accomplished that were above and beyond what was expected of me.


And document that. Ask that to be attached to your performance appraisal so that it shows and documents that you're not only successful in the work that you're doing but you're going way over and beyond.


Will it change things? There's no guarantee in that because there is that other duty that's assigned. The manager's goal is to get the work done and unfortunately -- and this is the truth and I'm sure a lot of you know it -- when you're a great worker you get more work because your manager knows you're going to get it done.


And, you know, it's an unfortunate thing but it's reality. It's the truth. I can imagine the frustration is not being compensated or rewarded for that. But I think that if you draft up your major accomplishments for that year and bring it in in a document and show your manager here are the things I'm doing and here are the things above and beyond I'm doing -- and it's not wrong to be honest and say I hope to be recognized and be in some way compensated for these things because I'm really working my tail off in these ways.


Again, there is no guarantee that will happen but I think being honest and being real and having it in black and white format will certainly help your case.

(Anita Pitchford):
Okay, we have another one. How do you handle the challenge of addressing the difference between conduct versus performance, i.e. overuse of leave?

(Linda Burros-Glubber):
Okay, conduct is a whole other ballgame, guys. That employee relations, okay, that is you -- as a manager, you need to contact your employee relations specialist. You need to talk about the things that are troubling you with your employee.


If it's overuse of leave, there can be leave restrictions. There could be other letters of instruction, letters of reprimand or whatever the case may be depending on the severity of the situation.


But that is completely and entirely different from a performance rating. Performance is just the work that person's done and the quality of the work that they've done, not the missteps they may have made in a legal fashion or any kind of wrong doing. Those are handled very separately and differently.


So contact ER if you're having that concern.

(Anita Pitchford):
Okay. What do you do if you have an employee that bullies the others then clap when they do not get an outstanding and create a hostile working environment?
(Linda Burros-Glubber):
Well, that's a tough one, yes. Definitely this needs to -- again, if a person is truly causing a hostile work environment and truly is bullying, that's, again, that's a misconduct issue. That's an ER issue.


That's, again, not performance because if they're getting their work done but they're still a jerk, you know, or they're doing inappropriate things, those are, again, two very separate issues.


You can contact us at (ADR). We could certainly have a heart-to-heart conversation, do some reality testing, some self awareness training, figure out what's going on. We could even do training for the whole staff if there's been damage done to try to rebuild the morale, try to bring back that team feeling that's been damaged.


So there's a lot of ways to approach it. But if it's gotten to a point where it's serious and truly it's a hostile work environment, if there's any kind of issue of workplace violence, those are very serious issues and they should be through ER.

(Anita Pitchford):
Next one is what approach do you recommend using when suggesting an employee go to (EIP) -- EAP?

(Linda Burros-Glubber):
That's the Employee Assistance Program and I beg you to tread lightly on that one. Again, you know, the whole you seem schizophrenic and, you know, (Linda) comes in Tuesday and (Sue) comes in Wednesday and Friday. You really, you don't want to go there. You really don't.


However, of course -- I mean, this is an incredibly valuable program that you want to encourage if it's needed. So if a person, if an employee is coming to you and is emotional, is crying, is asking for your help, is expressing that they have a problem, if they're expressing a severe financial situation, spousal abuse, if they're coming to you and sharing with you, by all means, please say, you know, there's this amazing program that can really help you.


You know, there's the employee assistance program. And leave it at that. Back away and let them take the lead in how they approach it, okay, and if they contact. You don't want to go back and say did you call EAP? I really hope you did because, you know, you've got some issues.


You don't -- you want to let them take that lead because I think so many times, sometimes, even in the best of intentions, it comes back to bite the manager in the backside because the person then says it's discrimination based on the disabilities or whatever. So tread lightly and try not to approach it yourself. Let them come to you. Yes, sir. I'm sorry.

Man:
In regards to performance...

(Linda Burros-Glubber):
Yes.

Man:
...we all like to try to get exceeds in our...

(Linda Burros-Glubber):
Sure. We try, right.

Man:
Though I have a question for you that as a supervisor I couldn't answer and as a subordinate I couldn't get answered.

(Linda Burros-Glubber):
Okay.

Man:
How do you concede in your critical element civil rights?

(Linda Burros-Glubber):
Oh, put me on the spot. Well, that's a good one. Often, as a manager, it means that you encourage the use of (ADR). Oftentimes it means that if you see two employees that are in a conflict situation you talk to them about the possibilities of using (ADR), you encouraged it, you use it yourself when you, yourself, have a conflict.


You are the first person to be engaged in that process. It may mean that you're asking your employees to attend the Black History Month presentations, Asian American Month presentations. I may even be that you invite your own speakers to come to your staff meetings about we do training on (MBTI). We do training on how to deal in conflict situations.


We do training on listening. We do training on team building that maybe you, as a manager, have asked for those folks to come in and train for 10 or 15 minutes at your staff meeting, you know, your monthly or weekly staff meeting.

It's -- I think as a manager it's the support of the program and demonstrating it in real and tangible ways. By encouraging them to attend, you attend, you attend it yourself, set an example in attending, showing the classes that you (fund to yourself) as a manager because I think it always starts at the top and I can't say that enough that if you're going and you say, hey, (Anita), I'm going over to the Martin Luther King presentation. Why don't you come with me?


That means so much to some folks because they can't leave their desk, you know, or they can't leave for two hours or three hours or whatever is needed. Set the example. Start at the top.


As an employee, it's kind of the same things really. It's attending those sessions and it's voluntary, it's (awful) because you're showing that you want to go, you're trying to go but just going means a lot.


You being willing to engage in (ADR) processes if, for example, a manager comes and says, (Linda), you know, you and (Anita) are really going at it, you know, every Monday morning. I really would hope that you would consider (ADR).


If I say no chance in hell I'm going to meet with (Anita), that’s not going to look so good, you know. But if I’m saying, yes, I'll try. I've tried for 10 years but I'll give it one more try, it's showing that at least I'm giving value to the civil rights program and it matters and I'm attending sessions, I'm going to my training, I'm taking the no fear act, I'm doing the things that are mandatory online in (Ag Learn) and I’m engaging with my peers in appropriate ways.


Does that help answer your question? Did I miss anything? No? Do you want to follow up? How many?


I'll tell you in my office, because we have those same requirements, even though, you know, I'm in civil rights, I have to attend a minimum of three sessions, meaning Black History month, Asian American, Women's History, you know, any of those I have to attend a minimum of three per fiscal year.


I have to be appropriate with my peers, meaning, you know, respectful communication and respectful behavior. I think that's it really as a minimum. As a requirement, yes, and of course, your mandatory. There's (Ag Learn) trainings that are mandatory like a no tolerance for harassment in the workplace, no fear act. There's another one that I can't think of.


There's an (ADR) one and that would certainly be an extra because it's not mandatory for employees. It's mandatory for supervisors. It is mandatory for new supervisors, so its' those types of things. But each agency is going to have a different requirement. Each supervisor may have a different requirement but those are our requirements as far as civil rights goes in the Forrest Service. Does that help? Does that help? Okay.


Other questions? (Anita), do we have any online? No online questions. Any more questions in the room? Oh, (Anita) has one more.

(Anita Pitchford):
How does a first line supervisor handle a situation when the second line doesn't agree with the first regarding a performance appraisal?

(Linda Burros-Glubber):
That happens a lot and it surprises me because in most cases, you know, I think in old school, you know, entering the government, you know, a long time ago, you always had kind of a solidarity, right, a first line, second line would always agree even publicly.


Maybe they didn't agree personally. They kind of showed -- that's different. I think we're seeing that more. It's coming across differently now where I've even seen second line supervisors change the performance ratings of the first. I see some nodding.


And that's very unusual. I mean, it was and I’m seeing it more often now. There are ways of addressing that. I want you to know you can go to HR. You can talk to a specialist there. Talk to somebody who's in the performance appraisals group there and I think the Forrest Service it's actually called performance and recognition team.


It talks about why this happened. What is your recourse? Do you now go to your third line supervisor for some intervention? Can I contact my union steward maybe and have a conversation about this?


If you feel that it's based in discrimination for some reason, you can certainly look at civil rights and look at some guidance in that area but just know that there is guidance out there. You may have to do some calling around to see where the appropriate fit is but if it changes and you disagree with it there's ways you can address it.


Don't just take it and feel that there's nothing you can do about it. Okay, and, again, each agency is different but I can't give a blanket answer to that. But call around. Call HR. Call Cr. Call ER, whoever, but find out. I think there's more.

(Anita Pitchford):
As a supervisor, how do you address an employee's behavior that you did not witness?

(Linda Burros-Glubber):
Hearsay is really hard to address. And you shouldn't, right. You can certainly call both parties and have a conversation about it. (Unintelligible) do, right, hear both sides. But if you, yourself, did not witness a behavior, you certainly cannot take action on that other employee just by hearing a story or hearsay.


I would encourage you to have a conversation with both parties. If that conversation may be difficult, have a third party, have a neutral there to help guide to that conversation. But you can't address it just based on hearsay. That's just a problem -- that’s a complaint waiting to happen or a grievance waiting to happen, not to do that. Any other questions in the room, thoughts or comments? A few more, okay.

(Anita Pitchford):
How appropriate is it to provide feedback to the supervisors?

(Linda Burros-Glubber):
How appropriate? That's part of that 360 and it's very appropriate. I would hope that the manager would receive it well and it certainly -- if it's done respectfully and professionally it should be.


I recognize that it is awkward. You know, if you want to turn it around and say, you know, I have some concerns or here's what's going on or, you know, I get it. But it's absolutely appropriate to do that. You can request a 360 prior to your midterm review just to prepare your manager that you plan to share some feedback but it's absolutely appropriate.

(Anita Pitchford):
Okay, another one, employee: supervisor schedules performance appraisals one particular day and only allows 30 minutes per appraisal. There's no time to give feedback. Do we have a right? And I'm assuming do they have a right to give feedback?

(Linda Burros-Glubber):
Right, they do, of course. I think that it's still important to know that managers and employees both have a voice in this process, right. And you should -- (Anita) said that you're not being allowed to do that and you should be.


You can certainly voice your concern and say that 30 minutes is not going to be sufficient for you because you plan to provide feedback and that you would request an hour. If that doesn't happen, again, you can go to the second line supervisor and try to address it in that way. You can ask for a neutral to be involved.


A neutral can attend your midterm review or your final performance appraisal and they can help establish those appropriate parameters, meaning appropriate times and give respectful communication during that time. So I would encourage you to do one of those things.


If you get pushback, go to that next level. Either go to your second line supervisor or come to (ADR) for some assistance. Yes, ma'am. I'm sorry to ask you to come up I just want to make sure that people on the line can hear you. We have a question in the room.

Woman:
I just wanted to clarify what you meant by neutral.

(Linda Burros-Glubber):
A neutral is somebody that is -- and they're neutral in different arenas and I probably should say that to you. But we -- make sure that you're using the appropriate neutral so that there actually is no conflict of interest.


So the neutral is somebody that's in (Anita)'s group in (ERCD), an (ADR) specialist as an alternative dispute resolution specialist. It's somebody like me that's in the conflict management and prevention group that's been in the Forrest Service -- exactly. It's not somebody that's employee relations. It's not necessarily somebody that's in human resources because, as you know, that's a management advocate, right.


So you're going to want somebody who's completely separate from those advocacies, if you will. And if you think about it, union would be an employee advocate right, depending on the situation.


So you want somebody who is separate from that. And even if a person comes in saying I'll be neutral. I promise you. I'm going to come in and guide you through this. There's still internally going to be that feeling that that person is not neutral. So ensure that there's somebody like us that's completely a separate program, okay.


Any other questions or thoughts? Are we good, (Anita)? Do we have any more online, (Keela)? Any more online?


The 360 is when the manager receives feedback equally as the employee receives feedback. So you'll have a midterm. Usually the manager will take the lead and provide feedback to the employee and at the very end allow the employee to provide feedback to him or her in kind of the same type of format.


Of course, that's not something formal. Like there's not a formal document to sign. It's just a verbal sharing of the feedback of their performance as your manager.


So the question is how does an employee deal with a manager who has completely changed their job?


A supervisor has the right to assign you work. You know, I know that it can be disruptive and it can be unsettling if that work is different than what you performed in the past. You can certainly reference your performance, you know, your (PD), our standards, exactly.


You can reference those and compare what's happening, have a conversation about that. But if it's within those parameters, your supervisor has a right to assign you work as appropriate according to your (PD).


So as long as your title is matching the work that you're doing, it's great, appropriate, that it's within your (PD), it's absolutely -- and maybe you can address that better than I could because I'm not an HR. But am I saying that appropriately and correctly?

Woman:
You absolutely are and it really boils down to management does have the right to assign work. Now, if you're looking at your position description and it has no bearing whatsoever in what you're being asked to do, you certainly have the right to say, you know, I want to update my position description.


You may or may not get resistance. God knows classification is not, you know, something that people wake up and tell you to do, right -- myself included at one point.


So, you know, it could be -- but you either have administrative or, you know, labor relations, options in there, so on and so forth. But I think if you can just kind of -- everybody circle back around the intent of it, well, it's really around making sure everybody's got clear expectations.

(Linda Burros-Glubber):
Exactly.

Woman:
And, you know, if you have concerns that your (PD) is not accurate and so, therefore, you aren't really 100% sure what your performance expectations are going to be and, of course, if you have any concerns about the gray, there are always avenues to address that kind of a thing.


Yes, management actually does have the right to assign work. If you are, you know, a Grade 13 expert specialist in something and all of a sudden you're being given things that are, you know, clearly well below your grade level, you may have a different concern.


You know, so all of this just kind of keep in mind and whatnot and then, you know, it's always is it temporary change, is it permanent change? All those things are going to come into focus as to what you need to do next.


But you've got plenty of people in HR who can answer the technical questions for you and then, you know, hopefully walk you through that.

(Linda Burros-Glubber):
That's perfect. Thank you so much. I hope that helped answer the question. Hold on just one moment because I think (Keela) has another question online.

(Anita Pitchford):
Are there performance review quotas as in only one who gets -- right, only one can get an outstanding, the rest of you all have to get superior only.
(Linda Burros-Glubber):
Yes, that's (not) a question. I don't know that answer. I'm hearing from the HR specialist in the room that there is absolutely no quotas. There is no expectation of, you know, one outstanding, 15 superiors and the rest are fully successful.


It's just -- it's based on the individual person and it's based on that person's performance. There's no quotas. That's it, folks. I think we've answered all the questions. Are there any other questions in the room before we close? I thank you all so much. I've really enjoyed it. I hope you've learned something and enjoyed it as well and I hope you come back for our next session. Thank you.

(Anita Pitchford):
Also, for those online, please remember to fill out -- go back into (Ag Learn) and fill out your survey in order to get credit for the training. And if you all have any suggestions on any types of training that you think you want to see, please send a request to (ercd)@usda.gov. Thank you.

END

