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A. Concept and Creation 
 
The concept of the management pool was brought to the senior leadership team for discussion 
in early 2016 as a result of a number of emergent factors, both internal and external.  In short, 
some of the central themes discussed were: 

• Four of six members of the senior leadership team were facing retirement “soon” 

• A number of long-term Managers were facing retirement 

• Similar conditions exist within the rest of the DS Sector 

• Baby boomers are retiring “en masse” in Ontario / Canada 

• Tacit knowledge and key relationships will be leaving through attrition 

• Managers taking medical leaves and parental leaves (and how to replace them) 

• Ongoing need for more Managers as a result of new initiatives and expansion 

• A strong desire to hire from within, if possible 

 

B. Previous Approach 
 
At CLW, Managers are the first layer of non-unionized employees and typically oversee a group 
of three 24-hr supported homes, however there are numerous other Management assignments.  
Historically, CLW has hired managers from within through a typical interview process.  Managers, 
when hired, were orientated to their roles and shadowed other Managers for a period of time 
before taking over on their own.  Managers learned the basic functions of their roles through on-
the-job experience.   
 
 

C. The Problem to be Solved 
 
As a result of retirements, expansion, and leaves that were forecasted at the time, CLW was 
facing the prospect of having to replace/hire an unusual number of Managers within the coming 
years.  The strong desire to hire from within and to create conditions where newly-hired 
Managers could be ready to work without a long training period was central to CLW’s decision to 
create the Management pool.  The intent was to maintain a group of four or five people who 
already had received orientations, in-role mentorship, and training on the day-to-day tasks that 
a Manager needs to complete.  Essentially, CLW wanted a pool of people who were ready to work 
as Managers so that any overlapping period could be used to get to know the people supported 
and staff members at the support location, as opposed to being used to learn the details of their 
new jobs as hastily as possible.   
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D. Communication  
 
In September, 2016, the first communication was released to CLW staff (Attached as Appendix 
A).  Applicants were requested to submit a cover letter, resume, and a Core Competency 
questionnaire as part of the application process.  We also made it clear to staff that the 
opportunity was open to everyone, not only people who were currently in leadership roles.  
 

E. Application Process 

 
In the first Management pool we had 22 candidates apply.  After reviewing their respective 
experience, education, discipline records, attendance, job performance appraisals, and 
anecdotal comments from current managers, it was decided that we would invite all applicants 
to the interview process.  Note that inviting all applicants to interview is an approach that we 
have continued in subsequent pools and are now advertising as part of the process; feedback 
from applicants has been that this method removes pressure and encourages more people to 
apply.   
 

F.  Selection Process 
 

1) All candidates were invited to a group interview day 

2) Ten candidates were invited to a second interview 

3) Five candidates were ultimately selected for the first pool 

Group Interviews 
CLW’s Directors and some Managers were asked to work as panels for group interviews.  
Candidates were split in to two groups of 11/12 and were each presented with a real-life scenario.  
Candidates had the option to hear the scenario before volunteering to take their turn.  On each 
candidate’s turn, they were asked to comment on their initial thoughts, their top priorities in the 
circumstance, what outcomes they would be seeking, what options they would consider, and 
how they would ultimately move forward.  After their response, the floor was opened to other 
candidates to discuss the issue and to contribute to the initial respondent’s answers.  Panel 
members helped to guide follow-up discussions to each scenario, which turned out to be an 
excellent learning opportunity for everyone.  A written component was also included, where 
candidates were requested to answer two basic questions in order to assess their written skills.  
Questions for the group interviews are included as Appendix B and the written questions are 
included as Appendix C 
 
Second Interview 
Subsequent to the group interview day, the panel met to discuss who should move forward to 
the second interview.  Our intent was to make the process as interactive and stress-free as 
possible for the candidates, so we decided to bring the group to an “escape room” for some fun, 
but also to take note of how people worked alongside others, among other observations.  After 
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the escape room experience, the group sat for a roundtable discussion on various topics at the 
agency and sectoral levels.  Those questions are included as Appendix D. 
 
Selection for the Pool 
Part of the selection process included a discussion between all members of (support) 
management in order to determine which candidates would be the best fit for the team; over 
the course of multiple management pools, the value of that step highlighted itself as a critical 
part of the process. Ultimately the panel selected five people for the Management pool and 
provided a debriefing experience for the other five.  After the first pool, we also decided to send 
the five who were not selected to an executive coach in order to help them to further develop 
their skills, among other reasons.   
 
A significant opportunity for all applicants was the debriefing opportunities that followed their 
applications.  For some, there was a realization that the role was simply not for them.  Others 
were provided with numerous stretch assignments and opportunities for growth, such as 
attending conferences, additional training, membership on committees, and career counselling 
(especially for those not already in a leadership role).   
 

G. Training 
 
CLW provided the Manager pool members with 5 days of training, followed by ongoing 
mentorship with a current member of management.   
 
The training agenda included two full days of discussions and presentations from all current 
Managers, which enabled the current Management team to meet the candidates and to develop 
their own presentation skills.  It also afforded the candidates the ability to meet the all of the 
Managers and to start to develop rapport. The training agenda from our second pool is included 
as Appendix E. 
 
Subsequent to the initial training, candidates were paired with a mentor (a current Manager).  
We asked the pair to go out for lunch and to discuss the process, apprehensions, suitability for 
the role, and to generally get to know each other.   
 
Two full days were scheduled for each candidate to complete their Manager orientations and to 
shadow their mentors.   
 
Feedback about the training from all pool candidates has always been excellent.  There were 
two components of the course that stood out and that would be highly recommended for other 
organizations looking to create similar processes. First, we provided an introduction and 
overview to all of the non-24hr support managers and the departments they lead; this was 
significant for us as the vast majority of the people and families we support are not connected 
with 24hr support, however the bulk of our 500 staff members are.  Second, we created an 
opportunity for candidates to have an informal discussion and to pose questions to our 
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Executive Director and Operations Director.  Feedback from this part of the course, and the 
appreciation showed by candidates for the opportunity, was overwhelmingly positive.   As an 
organization we benefited as well because we were able to develop a rapport between the 
candidates and the ED/Operations Director, as well as to instill some of the core values that we 
want Managers to take away as they contemplate their future roles.  
 
 
As a wrap-up, lunch out as a group of candidates, mentors, and the panel was held to celebrate 
our successes and to talk informally about the process and what we could improve-upon for next 
time.  Candidates and mentors were also asked to submit formal feedback about their 
experiences so that we could refine the process moving forward.   
 

H.  Mentorship 
 
Once candidates had completed the Manager pool training, they and their mentors were asked 
to arrange for regular, ongoing shadow days so that the Managers could teach the basics of the 
role to the candidates.  We have set our standard mentorship sessions to occur once every two 
months, however when the organization becomes aware that we will need to hire one or more 
Managers from the pool, we’ve increased that rate significantly.   
 
 

I.  Further Discussion 
 
This summary is meant to spark discussion and to share ideas between organizations.  
Community Living Windsor is pleased to offer additional tools, forms, feedback, and other 
insights for others who are interested.   
 
Contacts for our Senior Leadership team: 
 
Xavier Noordermeer, Executive Director   Xavier@clwindsor.org 
Melodie Cook, Operations Director    Melodie@clwindsor.org 
Brian Cutler, Director Finance     Brian@clwindsor.org 

Nicole Morassut, Acting Director, HR    Nicolem@clwindsor.org 

Jennifer Pestrin, Director Non-24hr Support   Jennifer@clwindsor.org 

Brandon Pottie, Director Support / Project Lead  Brandon@clwindsor.org 
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 Appendix A  
 
To:  CLW Staff 
From:  Directors, HR & Support 
Date:  September 19, 2016 
Subject: Management Pool 
 
As a result of upcoming retirements and other operational needs, we have decided to establish 
a pool of potential candidates for Management roles for the future. Successful candidates will 
participate in learning opportunities, group discussions, and mentorship by a current Manager in 
order to develop skills required for the role.  Participation in the pool will be voluntary and does 
not guarantee a future position.  Similarly, it will still be possible for people to be hired into 
Management roles from outside of the pool.   
 
All staff members can apply for this opportunity, regardless of length of service or experience.  A 
main consideration for this pool will be a person’s competencies as they relate to a Management 
role.  This opportunity is for internal candidates only.   
 
Interested candidates should send the following items as their application package: 

1. A Competency Questionnaire for the Manager role (based on Core Competencies) 
a. The package is attached to the email you received with this memo 

 
2. A cover letter that outlines your suitability for the role based on core competencies and 

your general knowledge about the position and the organization 
 

3. An updated resume 
 
Application packages are to be submitted by email by October 2nd, 2016.  Please address 
applications to (names).  Please pay careful attention to ensure that you have followed all 
instructions from this memo and from the Core Competencies document.   
 
If you have any questions or require an accommodation please contact (name).   
 
Thank you, 
 
Directors, HR / Support 
Community Living Windsor 
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 Appendix B 
 
PRACTICAL INTERVIEW: 
 
Situation: You’re a Manager of a support location and the Director asks you to make specific 
changes to the schedule in order to accommodate the needs of a person supported.  This person 
wants to attend a class on Friday nights but there is not sufficient staffing in place.  The change 
to the schedule affects a number of staff members, one of whom cannot work on Friday nights 
because of daycare arrangements.   
 
 
One Person Leads: _____________________ 
 
What are your initial thoughts? 
 
 
 
What are your top priorities here? 
 
 
 
What outcomes would be “nice to have?” 
 
 
 
What options can we explore? 
 
 
 
How would you move forward with this situation? 
 
 
 
Group Feedback and Discussion of Alternatives: 
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PRACTICAL INTERVIEW: 
 
Situation: You’re a Manager of a support location and a parent of one of the people you support 
arrives at your office to make a complaint.  The parents indicate to you that they witnessed one 
of the staff members tell their son, Fred, that he is a huge pain in the butt because he needs 
assistance in cutting-up his food.  They are mad and want the staff member fired.  As you 
interview the staff member, someone who has worked with Fred for over 10 years, she tells you 
that this is completely untrue.   
 
 
One Person Leads: _____________________ 
 
What are your initial thoughts? 
 
 
 
What are your top priorities here? 
 
 
 
What outcomes would be “nice to have?” 
 
 
 
What options can we explore? 
 
 
 
How would you move forward with this situation? 
 
 
 
Group Feedback and Discussion of Alternatives: 
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PRACTICAL INTERVIEW: 
 
Situation: You are a Manager, Support.  You’re at the support location completing a cash count, 
when you notice a staff member on the phone, clearly upset.  When you speak with her you 
notice that she is having a hard time staying focused.  As you try to connect with this person to 
figure out what’s wrong, she tells you that her husband hit her last night and just threatened to 
do it again if she told anybody.  She tells you to forget about it and asks you keep the information 
to yourself.   
 
 
One Person Leads: _____________________ 
 
What are your initial thoughts? 
 
 
 
What are your top priorities here? 
 
 
 
What outcomes would be “nice to have?” 
 
 
 
What options can we explore? 
 
 
 
How would you move forward with this situation? 
 
 
 
Group Feedback and Discussion of Alternatives: 
 
  



 
 

10 
 

PRACTICAL INTERVIEW: 
 
Situation: You are a new Manager, Support.  You know that the workload is crazy to begin with, 
but you’ve been finding yourself doing 50hrs per week at the office and still bringing home work 
just to make the trains run on time.  The Director has pointed-out that you’ve missed a couple 
deadlines, which you agreed to remedy quickly.  You’re feeling the stress both at work and at 
home, and you have the sense that you just can’t keep up.  At the same time, you’re worried that 
if you show your struggles you might be removed from the Manager role.  
 
 
One Person Leads: _____________________ 
 
What are your initial thoughts? 
 
 
 
What are your top priorities here? 
 
 
 
What outcomes would be “nice to have?” 
 
 
 
What options can we explore? 
 
 
 
How would you move forward with this situation? 
 
 
 
Group Feedback and Discussion of Alternatives: 
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PRACTICAL INTERVIEW: 
 
Situation: A Direct Support Staff member who reports to you indicates that they have aspirations 
to be a Manager.  You’ve interviewed this person for a S/C role recently and concluded that they 
would not be able to handle the challenge.  You note that they are genuinely good-natured, treat 
people with respect, help to facilitate amazing opportunities for the people they support, and 
take on extra duties within the support location. On the other hand, you note that this person 
has had a number of interpersonal conflicts with fellow staff members and that they make 
frequent errors in terms of AIMS entries and CARM backfills.  You find yourself contemplating 
whether this is someone you want to invest time in.   
 
 
One Person Leads: _____________________ 
 
What are your initial thoughts? 
 
 
 
What are your top priorities here? 
 
 
 
What outcomes would be “nice to have?” 
 
 
 
What options can we explore? 
 
 
 
How would you move forward with this situation? 
 
 
 
Group Feedback and Discussion of Alternatives: 
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PRACTICAL INTERVIEW: 
 
Situation: A person you support has Alzheimer’s and the staff have been reporting memory 
problems for the past 6 months. During a lunch out with her sister, the person we support tells 
her sister that one of the staff members touched her inappropriately.  The sister says that she is 
convinced the abuse is true because of the clearly emotional revelation. The person supported 
doesn’t seem to be able to re-tell the story to you as you sit in the meeting with them.   
 
 
One Person Leads: _____________________ 
 
What are your initial thoughts? 
 
 
 
What are your top priorities here? 
 
 
 
What outcomes would be “nice to have?” 
 
 
 
What options can we explore? 
 
 
 
How would you move forward with this situation? 
 
 
 
Group Feedback and Discussion of Alternatives: 
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PRACTICAL INTERVIEW: 
 
Situation: You’re a Support Manager running your first team meeting.  You pass along 
information to the staff about an interpretation of the Collective Agreement that has been 
rendered by the Directors.  The result is that the order of the call-in list changes on CARM and 
your staff are upset and believe that they might lose hours to less senior Substitute staff.  One 
staff member tells you, in front of the group, that you don’t know what you’re talking about. 
 
 
One Person Leads: _____________________ 
 
What are your initial thoughts? 
 
 
 
What are your top priorities here? 
 
 
 
What outcomes would be “nice to have?” 
 
 
 
What options can we explore? 
 
 
 
How would you move forward with this situation? 
 
 
 
Group Feedback and Discussion of Alternatives: 
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 Appendix C 
 
MANAGEMENT POOL- WRITTEN QUESTIONS 
 

1. An old proverb says: “silence is golden.”  Describe a time in your life when you were proud 
of your ability to postpone your comments until you had all the facts necessary for a good 
response to a situation. 

 
2. Describe a specific experience of yours that illustrates your ability to influence another 

person verbally.  Feel free to use an example that involves changing an attitude, selling a 
product/idea, or being persuasive.   
 

3. What direction do you think our organization needs to take into the future?  
 

 
*Please try to avoid writing more than one page per question if possible.   
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 Appendix D 
 

1. Technology is something that enables us to be more accountable and more efficient.  
What role does technology play in our future and how do we reconcile the fact that many 
staff members are not comfortable using new technology?   

 
2. We advocate for choice and self-determination, yet when vacancies open or when we 

create new supported homes, people are often matched with existing resources instead 
of the other way around.  Let’s discuss ethics vs realities.  What are the views on how we 
can best balance both? 

 
3. Despite our best efforts, there can sometimes exist a divide between direct support staff 

and Management.  This occurs in most organizations and may be a function of things like: 
perceived power differences, physical work locations, how information is shared/not 
shared, whether people feel valued, unionization, history, and significant events like 
contract negotiations or the implementation of large-scale changes.  What are the best 
ways to minimize this “gap?” 

 
4. Hiring for the Manager role is such an important event for us as an organization.  

Managers largely set the tone and culture for the organization through their actions.  In 
considering experience, performance, and education, where should we be placing the 
most emphasis?  As an extension, what are the pros and cons of looking at external 
candidates? 

 
5. Change affects us all.  When people are not involved in shaping change, they often resist 

it.  It’s not practical to involve 500 people in every decision surrounding change.  At the 
same time change is required in order to remain relevant and accountable.  What 
thoughts and actions should we be mindful of as part of our change-management 
practices? 

 
6. At CLW we allow staff to hold part time positions and IF positions simultaneously.  At 

times we find that our responsibility to people and families is challenged because we have 
a parallel responsibility to administer our collective agreement.  In one case recently, the 
effect of unravelling moves caused a person to need to come out of an IF role entirely 
which, understandably, upset the affected family.  How do we best serve people, families, 
and staff members by facilitating choice but still remain respectful of IF agreements and 
our collective agreement? 

 
7. What are the biggest changes you think we need to make as an organization? 

 
8. What are the things we do as an organization that we must absolutely keep doing? 
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 Appendix E 
Day 1-  

0900-0915 The first thing is safety- your enhanced role. Manager, H&S 

0915-0935 Intro, information about the pool and the process & job. Sign 
confidentiality statements specific to the role 

Director, Support 

0935-0955 What are you worried about?  A frank discussion to get it out on the 
table. 

Manager 

0955-1020 Discussion 
▪ Why are you here?  Why are you interested? 
▪ What makes a good leader? 
▪ What do you need to learn about in order to 

become a Manager? 

Manager 

1020-1050 Leadership vs. Management, servant leadership, teamwork Operations Dir. 

1050-1100 BREAK  

1100-1130 Change management, facilitating as opposed to directing Director, Sup. 

1130-1200 Going from Direct Support to Management- What to Expect Manager 

1200-1230 The discipline process, special rules for temporary Managers Director, HR 

1230-1400 Meet Your Mentor; Lunch out  Directors &  
Mentors 

1400-1530 AIMS for Managers Manager, QAM 

1530-1600 Questions & Wrap-up Director, Sup. 

 
Day 2-  

0900-0930 A day, a week, a month in the life of a Manager Manager 

0930-1000 Being accountable & transparent, ethical decision-making Manager 

1000-1030 Holding others accountable and discussing concerns Manager 

1030-1050 Interacting with staff, families, peers, other departments Manager 

1050-1100 BREAK  

1100-1115 Confidentiality as a Managers, confidentiality as part of this pool Manager 

1115-1200 All about non-24  
▪ DTC (10) Manager, SIL 
▪ Ventures (10) Manager, Day Supports 
▪ Employment (10) Manager, Employment 
▪ Family Support (15) Manager, Family Sup. 

Director, Non-24 
Support & 
Related 
Managers 

1200-1300 LUNCH- Provided in-house 
Q & A with Managers who have recently been promoted  
(Led by candidates) 

Director & Newly 
hired Managers 

1300-1345 All about non-24  
▪ Finance (10) Manager, Finance 
▪ Maintenance (10) Manager, Maintenance 
▪ HR (20) Director, HR 

Director, Non-
24hr Support & 
Related 
Managers 

1345-1445 TRICARM For Managers   Manager, & 
Admin Assistant 

1445-1500 BREAK  

1500-1545 Q & A with the ED & Operations Director 
(Led by the candidates) 

ED & Ops. Dir. 

1545-1600 Course Evaluation by Candidates Director, Sup. 
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Mentoring Process 

• Day 3 (Time TBD by Mentor) Anytime in Week of … 

o Meet individually for lunch (mentor and candidate).  

▪ Thoughts so far 

▪ Get to know each other 

▪ Apprehensions 

▪ Assess suitability for the role 

▪ Discuss next mentoring sessions 

▪ Manager to write initial report for the candidate’s file 

GOAL STATEMENT: The candidate should be preparing so that they can assume a Manager’s 
assignment without further preliminary training.  A measurable outcome should be that they come 
away with physical documents to assist them in framing the role (their own notes, something you’ve 
prepared for them specifically, other tools we currently use, etc.). 

• Day 4 (8hrs)  

o Orientation for Managers-  

o Technical skill-building as deemed appropriate by the mentor 

▪ Eg. CARM, AIMS, Daily-weekly-monthly tasks, email / calendar system, on-call 

procedures 

o Shadow, build rapport 

 

• Day 5 (8hrs)  

o A day in the life.  Shadow a Manager for a full shift.  Debrief. 

Follow-up 

• Lunch out as a group to debrief, get feedback, announce next steps- (date) 

o Manager produces second report for the candidate’s file- (date) 

o Candidates submit a final evaluation for feedback- (date) 

 

• Candidates continue to shadow Manager for 4hrs every second month- to be setup and 

maintained by the Manager and candidate 

 
 

Note- We purposefully used all Managers and Directors in the training agenda, which was a 

positive experience for both the current team and the candidates.  The names of individual 

Managers and Directors were removed above and replaced with titles in order to provide a better 

context for readers.   

  



 


