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A Brief Guide to Co-op Manager Hiring
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The Hiring Interview Process

1.
Preparing for the Interview
The hiring committee should take the following steps prior to conducting interviews:

a) Review the selection criteria (i.e., skills and qualities being sought), so that everyone has them clearly in their minds.

b) Review all information received from applicants and list specific questions or areas to be followed up with each applicant.  This may include information obtained from checking references.

c) Prepare guidelines to be followed for each applicant’s interview, including specific questions to be asked.

d) Determine what role each of the committee members will play during the interview.  For example, who will chair, who will ask what questions, who will take notes?

2.
General Considerations.

a) Location of Interview:  Choose a comfortable location that is free from distractions and where you will not be interrupted.


b) Relaxing the Applicant:  It is important to make the applicant feel as relaxed and as comfortable as possible so that the committee can get a realistic impression of the person being interviewed.  This can be accomplished by showing a sincere interest in the applicant.  Take a few moments at the beginning to make small talk.  Offer the applicant coffee or tea.  Be responsive rather than ‘deadpan’ during the interview.


c) How to ask questions.  The way in which questions are asked will often affect the response.  Remember the following points:


1)
State the questions simply and clearly.


2)
Do not ask leading questions (i.e., questions that suggest a particular answer or questions that suggest a right or wrong answer).


3)
Make sure that the applicant understands the question.


d)
How to Listen:  Be patient!  Give the applicant time to think before answering a question.  Don’t interrupt.  Use pauses to get the applicant to continue talking.  Give the person time to finish answering.  Try not to feel uncomfortable with short silences and don’t rush from question to question.  Often, a person gives an answer and then thinks of something to add a few seconds later.


e)
First impressions:  It is human nature to have first impressions.  The first impression is an important part of the assessment of any applicant.  But it is only one part of the process, and it must not be allowed to bias the interview.  Some people may make poor first impressions, but may have the skills and attitudes you want.  Similarly, other people may make excellent first impressions, but fail to deliver all that they promise. 


Think about what is contributing to your impression of the applicant.  Later, compare these feelings and evidence with other information you gained in the interview.  


Try to suspend your feelings or beliefs about the person while the interview proceeds.  If you think someone is great right off the bat, you may overlook comments that would otherwise impress you in a negative way.  Likewise, if someone makes a poor first impression, you may overlook redeeming answers given later.  After the interview, you can check your impressions against what the candidates said.


Remember that the committee as a whole has the responsibility for making decisions.  Individually, your job is to get as accurate a picture of the person as you can and to share that with the committee.

f)
The importance of Consistency:  During the interview, follow an outline of what you want to cover, so that you’re sure not to miss any important points.  You might want to designate someone on the committee to keep track of this.  However, this does not mean you must stick to your outline so rigidly as to stifle conversation.  Points may come up in any order, as long as everything is covered in the end.

g) Note-taking: You may want to jot down a few notes during the interview to remind yourself of key points.  If you are going to do this, explain to the applicant at the beginning that you will be taking notes and why.
Try to take notes more or less consistently during the interview.  The interviewer who suddenly grabs a pen and starts writing furiously will likely make the applicant uncomfortable.  It then becomes difficult to judge what the person is really like.

3.
Types of Questions
a) Direct Questions:  A direct question, such as “Where did you got to school?” is suitable for obtaining factual information.

b) Indirect Questions:  Indirect question usually indicate “when,” “how,” or “why,” and are designed to reveal personality characteristics.  For example, questions such as:

 “When did you decide to attend school?”

“How did you decide to attend school?”

“Why did you decide to attend school?”


could tell you how far in advance the person plans, the factors involved in their decision-making, and how they make decision.

c)
Stress Questions:  Stress questions are designed to test the applicants’ behavior in stressful situations and should only be used if relevant to the job.  A stress question often sets up a hypothetical but tense situation related to the job.  The applicant is expected to organize an answer, develop a course of action, and persuade the interviewers that their decision would be effective.  A sample question for a co-op manager would be:

“You are the new co-op manager.  After only one month of work, you find that you are falling behind in most areas and have to come in on evenings or weekends to catch up.  You want to keep the job, but are not willing to work these hours.  You suspect the reason you are falling behind is because the office is so hectic during the day.  It is difficult to concentrate on anything for more than 5 minutes at a time.  The phone rings frequently and many calls are accommodation inquiries which take a long time to handle.  Members come into the office frequently with request for information or service; many hang around to chat.  How would you deal with this situation?

d)
Skill-Testing Questions:  A skill-testing question is similar to a stress question in that it may ask the applicant to describe how they would handle a particularly situation, but the element of stress need not be present.  For example, if a person were being hired during the development phase of a project, they could be asked to suggest a marketing strategy.

4.
Interview Follow Up and Evaluation

a. The committee should discuss and record their impressions immediately after the interview.

b. The applicant should be evaluated in relation to the co-op’s selection criteria.

c.
If the committee is having difficulty focusing its evaluation, try listing the criteria.  Have each committee member give each applicant a numerical rating for each of the criteria.

Desirability of Applicant Attributes Checklist

(1 = highly desired, 5 = completely trivial)

Experience

• 
Experience at your co-op

•
Experience with campus co-ops

•
Experience with other co-ops

•
Experience with other non-profits

•
Length of experience

Specific experience

•
Bookkeeping

•
Preparation of financial reports and budgets

•
Hands-on maintenance

•
Supervision of maintenance contracts

•
Working with a board of directors

•
Working with students

•
Member education activities

•
Training

•
Employee supervision

Education

•
Advanced degree

•
Degree in a business-related field

•
Business-related coursework

Skills

•
Accounting/bookkeeping

•
Writing

•
Public speaking

•
Training

•
Cooperative Management

•
Conflict Resolution

•
Counseling

•
Hands-on maintenance

•
Foreign language skills (specify_________)

•
Computer skills (specify_______________)

Characteristics

• 
Mature

•
Easy-going

•
Self-motivated

•
Good time manager

•
Professional conduct

•
Self Confident

Sample Co-op Manager Job Description

This job description is an outline of the responsibilities of the General Manager and is meant to be suggestive, not definitive.  Some items below may not apply to your co-op, while other items may need to be added.  A longer list is not necessarily preferably to a shorter list  — the longer the list, the harder it is for a Board to track performance in a meaningful way 

1.  Corporate Services

a. Assist in preparing agenda for Board and membership meetings. Issue notices of meetings.

b. Prepare management reports for the Board, as required.

c. Prepare reports for membership meetings, as required.

d. Act as the agent of the Co-op in legal proceedings and signing of documents, as authorized by the Co-op’s Bylaws, or by Board or membership resolution.

e. Attend and assist at Board, membership, and committee meetings, as required.

f. Provide advice and information to the Board, membership, and committees, as required.

g. Maintain the Co-op’s corporate records.

h. File required reports and notices with government agencies.

2.
Physical Plant Management

a. Assist with developing long-term plans to address the Co-op’s maintenance, repair, and replacement needs.

b. Ensure that appropriate emergency, corrective, and routine maintenance programs are in place and are updated, as required.

c. Ensure that purchase control procedures are in place.

d. Ensure that the Co-op’s maintenance request procedures are functioning effectively.

e. Ensure that maintenance and deficiency records are maintained.

f. Administer fuel and service contracts.

g. Retain and supervise trades people, as required.

h. Assist the Property Manager with annual inspections of Co-op property.

i. Ensure that adequate inventories of maintenance equipment and supplies are on hand.

j. Be a liaison with consultants and trades employed by the Co-op to carry out repairs.

k. Ensure that reasonable standards of cleanliness are maintained.

3.
Financial Management — General

a. Prepare the annual operating budget in cooperation with the Treasurer.

b. Monitor the operating budget and report to the Board on budget performance.

c. Act as purchasing agent for the Co-op as authorized by and in accordance with the Co-op’s Financial Policy and resolutions of the Board or membership.

d. Review invoices.

e. Arrange for signature of checks by signing officers.

f. Invest surplus funds, as directed.

g. File audited financial statements with government agencies, as required.

h. Advise the membership, Board, and committees on Co-op financial management.

i. Respond to inquiries from members and suppliers concerning accounts.

j. Ensure that adequate insurance coverage is maintained and recommend to the Board that coverage be updated, as required.

4.
Financial Management  — Member Payments

b. Ensure that all members have paid a Capital Loan, Performance Deposit, and NASCO membership fee.

c. Administer member fee collection in accordance with the Coop’s Deferral Policy and Member Fee Policy.

d. Review charges owing to the Co-op following member move-out and determine the amount of the Performance Deposit to be refunded.

e. Recommend changes in fees to the Board, as required.

5.
Personnel

b. Direct and supervise all employees.

c. Maintain personnel records.

d. Conduct employee performance evaluations and advise the Board concerning implementation of the Co-op’s Personnel Policy.

e. Receive and deal with employee grievances in accordance with the employee grievance procedures set out in the Personnel Policy.

f. Assist in hiring maintenance and office and casual staff, as required.

g. Assist with the training and orientation of new staff, as required.

6.
Member Recruitment

b. Ensure that appropriate and adequate promotion of the Co-op is carried out.

c. Assist the Membership Director, as required.

d. In conjunction with the Administrative Assistant, respond ton inquiries, distribute information, and arrange tours.

7.
Board Support and Member Education

a. Advise and assist the Board in establishing objectives, goals, bylaws, management procedures, and other basic controls.

b. Advise the Board concerning improvement in Co-op management and administration.

c. Advise the Board on committee activities and functioning.

d. Assist in recruiting members for committees and other Co-op activities, as required.

e. Assist in preparation for members’ meetings.

f. Advise and provide administrative assistance to committees, as required.

g. Assist in the preparation and updating of a Member Handbook (Owner’s Manual).

h. Provide assistance in the production of a regular newsletter, as required.

i. Ensure a new member orientation program is in place.

8.
Member Relations


a.
Receive and follow up on complaints in accordance with the Grievance Policy.

9.
Administration

b. Ensure the efficient management of the Co-op office.

c. Ensure that all members are properly informed of membership meetings and fee payment deadlines.

d. Ensure that all members have signed Membership and Occupancy agreements.

e. Ensure that complete records are maintained.

f. Administer move-outs, ensuring all rooms are inspected.

g. Keep weekly log of duties performed.

10.
General

a. Perform other duties as directed by the Board of Directors.

Questions for Reference-Checking By Phone

(based on:  Carolee Carter, Community Consulting Group)

Name of Applicant






Date

Name of Reference Person

Company

1.
When did this person work for you?

2.
In what capacity did you work with him/her?

3.
What were her/his major job responsibilities?

4.
What has his/her salary?

5.
Why did s/he leave?

6.
Was any disciplinary action ever taking involving her/him?

7.
What do you think are his/her strong points?


8.
What do you think are her/his weak points?

9.
How would you say s/he got along with co-workers?

10.
How would you say s/he got along with the public?


11.
Would you rehire ?



12.
S/he has applied for a job as a ___________….how would you rate his/her abilities in this area?

Keep all references confidential.  Do not show to applicants.
On-the-Job Training

(based on: Carolee Carter, Community Consulting Group)

1.
Designing training

a. Start with definition of end result expected.

b. Make expected results as specific as possible.

c. Set a time budget for training program.

d. Break tasks into blocks (modules) with time assignments.  (The more complex the job, the more time blocks you assign).

e. Prepare written outline or checklist of topics to be covered in training for both trainer and trainee.

2.
Consider the learner — research findings on adult learning show that:

a. We want our past experience to be acknowledged and put to use.

b. We look for practical consequences.  “Why are we doing this?”

c. We are slow to unlearn incorrect or inefficient procedures.

d. We feel easily embarrassed by making mistakes; we need lots of support.

e. The first day on the job is crucial.  Basic patterns for that person’s employment are set in the first hours of the first day.

3.
Creating a learning atmosphere — learning is made easier by:

a. A climate of confidence.

b. The learning understanding the overall purpose of the task being taught.

c. Placing easier, simpler tasks early in the training sequence.

d. Placing harder, more complex tasks later in the training sequence.

e. Frequent practice and review of skills being taught.

f. Competition against time or others. 

A learner can only absorb so much at one time.  Watch for over-training.  The trainer has to signal that the training is important by not allowing trainingh to get delayed or interrupted.

4. 
Remedial Training

Diagnose the performance problem.  Is it due to a skill deficiency?  Or does the manager have the skill but lack the will to do the job properly?  In the latter case, the answer is not more training but setting consequences, positive and negative, for performance.

Where training is appropriate, it should help people to do their jobs at a reasonable cost.  If the cost is too high, the organization could go on with the problems as they are, or else hire people who already have the skills.

Performance problems won’t change if the environment works against what the employee has learned during training.  The Board is responsible for seeing that what the GM learned in training gets applied on the job.

Board and Management Roles

The lines aren’t always clear, but it is important to have fair expectations.  A manager forced to consult the Board on every issue cannot be effective, no matter how talented or dedicated that person might be.  On the other hand, a manager who fails to act in accordance with Board policy is violating core co-op democratic principles.  Below is a checklist of some items. 

Board Responsibility




Manager Primary Responsibility

Definition of broad objectives, policies & goals.

Recommendations regarding these












objectives, policies, and goals.












Definition of operating objectives.

Long-range financial investments and policies.
Short-run commitments of

Approval of annual budgets.
resources.   Preparation of budgets and plans for Board approval.

Selection of manager.




Selection of employees.


Define manager duties (job description)


Definition of employees’ duties.


Set manager salary and benefits.



Administration of employee benefit










program.  Salary determination.

Basic changes in financial structure  


Day-to-day financial management

(e.g. maintenance reserve accounts)


decisions that do not modify basic

Board
decisions.

Organizational memberships



Day-to-day management of

(e.g., NASCO, CCDC, NCBA)



external relations.

Major purchasing decisions (e.g., boycotts)

Purchasing decisions, within budget












and Board policy constraints.

Fill Board vacancies.




Hire, within budget, to meet staffing 










needs. 

Annual evaluation of manager.



Annual evaluation of employees.

Exercise:  Board and Management Roles and Responsibilities


Duty/Function

Management
Board

Members

1.
Change Articles/Bylaws
_____
_____
_____

2.
Hire and fire employees
_____
_____
_____

3.
Determine credit policy
_____
_____
_____

4.
Prepare operating budget
_____
_____
_____

5.
Hire and fire manager
_____
_____
_____

6.
Set operational objectives
_____
_____
_____

7.
Hire auditor/receive audit report
_____
_____
_____

8.
Analyze new regulations affecting co-op
_____
_____
_____

9.
Evaluate manager
_____
_____
_____

10. Prepare capital budget
_____
_____
_____

11. Set employee pay and benefits
_____
_____
_____

12.  Plan and execute annual meeting
_____
_____
_____

13. Establish advertising policy
_____
_____
_____

14. Select banking institution or insurance carrier
_____
_____
_____

15. Prepare business plan
_____
_____
_____

16. Set manager’s compensation
_____
_____
_____

17. Set amount/source of debt financing
_____
_____
_____

18. Define co-op objectives and goals
_____
_____
_____

19. Conduct employee evaluations
_____
_____
_____

20. Approve annual capital/operating budget
_____
_____
_____

21. Handle affiliations with associations
_____
_____
_____

22. Determine co-op education activities
_____
_____
_____

23. Hire attorney

_____
_____
_____

24. Negotiate/sign legal documents
_____
_____
_____

25. Maintain morale of personnel
_____
_____
_____

26. Recruit and train new directors
_____
_____
_____

27. Refer items to membership vote
_____
_____
_____

28. Evaluate co-op performance
_____
_____
_____

29. Determine need for expansion
_____
_____
_____

30. Make annual report to members
_____
_____
_____

31. Prepare and analyze market plans
_____
_____
_____

32. Set organizational structure
_____
_____
_____
Interview Accept/Reject or Consider with Other Applicants.





Contact Qualified Applicants





Reject.  Phone call.





Reject.  Send “Sorry” Letters








Reject, Phone call





File Other Applications Active/Inactive
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