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This course is especially designed to teach you the essential knowledge of supervision and the key role
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Chapter 1:

The Supervisor’s Role

Learning Objective

After completing this section, you should be able to:

e |dentify the titles, roles and skill sets of supervisors.

Three basic types of management exist in most organizations. Top management of private enterprise
organizations usually includes the chairman of the board, president, and senior vice presidents. This
level of management establishes the goals of the organization and the policies necessary to achieve
these goals. Middle management includes all employees below the top-management level who manage
other managers. The supervisor’s boss is normally a middle manager. Middle management develops
departmental goals and policies necessary to achieve the organizational goals and policies. The final
level of management is the supervisor. The supervisor manages operative employees. Operative
employees are those employees who physically produce an organization’s goods and services. The
makeup of supervisory jobs differs widely in scope and content. Many names are used to describe the
people who supervise. These vary from industry to industry and include foreman, office manager, crew
leader, and head nurse. Figure 1-1 summarizes some of the names given to these jobs in different
organizations. Regardless of the name, the supervisor is the manager who serves as the link between
the operative employees and all other managers.

Supervisors

There is no universally accepted definition of the term supervision. The following definition is used in
this course: Supervision is the process of encouraging the members of a work unit to contribute positively
toward accomplishing the organization goals. This means the supervisor does not do operative work but
sees that it is accomplished through the efforts of others.




Because supervisors bridge the gap between management and the operating employees, they must try
to satisfy the needs and expectations of both. This is no easy role to fill. Management expects
supervisors to have technical knowledge of the work, to meet deadlines, and to operate the department
within prescribed cost limitations. Supervisors are also expected to maintain the respect, cooperation,
and loyalty of subordinates. Operative employees expect supervisors to be fair, to give honest appraisals
of accomplishments, to help them develop the necessary skills and self-confidence, and to settle work
differences.

FIGURE 1-1
Supervisory job titles

Training supervisor Coordinator of budget and cost control
Employment supervisor Training specialist

Records and material supervisor Coordinator of employee services
Welding foreman Financial and accounting assistant
Steel foreman Shift supervisor

Utility foreman Records and documents supervisor
Powerhouse mechanic foreman Training and safety supervisor
Assistant credit supervisor Health physics supervisor
Administrative function supervisor Receiving and warehousing supervisor
Meter and routing supervisor Farm supervisor

Residential supervisor Leadman

Sensor graphics operator Assistant cafeteria

Assistant supervisor of work processing Supervisor cafeteria manager

Office manager

Where do supervisors come from?

Most supervisors are promoted from the ranks of operative employees. Those with good technical skills
and good work records are the employees normally selected by management for supervisory jobs. It is
interesting to note that frequently union officers are chosen for supervisory jobs. Because union officers
are elected, it is often assumed that the voting employees view these people as having some leadership
abilities. Thus, they are a natural source of talent for supervisory jobs. Another source is new college
graduates. Many organizations today place new college graduates in supervisory jobs after a brief
training period.

Figure 1-2 shows the normal progression into supervision. A person does not necessarily go into
supervision and stop progressing. It is entirely possible to go from supervision all the way to the top of
the organization. In fact, developing the proper skills required for supervision prepares a person for
higher levels of management.




FIGURE 1-2
Progression of jobs into supervision

Top
management

Middle management

Supervision
Best ﬁ)rkers

Trained employees

New employees

The work of a supervisor

The complex work of supervision is often categorized in four areas called the functions of supervision.
These four functions are planning, organizing, motivating, and controlling. These functions make up the
bulk of what a supervisor does. Planning involves determining the most effective means of achieving the
work to be done. Organizing involves distributing the work among the work group and arranging the
work so that it flows smoothly. The supervisor carries out the work of organizing through the general
organizational structure that is established by higher levels of management. Thus, the supervisor
functions within a general structure and is usually given specific work assignments from higher levels of
management. The supervisor then sees that the specific work assignments are done. Motivating involves
getting employees to put forth maximum effort while doing their jobs. Controlling provides for follow-
up, with corrective action if needed to obtain satisfactory results.

Normally the supervisor spends more time on motivating and controlling than on planning and
organizing. This happens because these functions are of greatest significance at the supervisory level.
The supervisor’s work is heavily oriented to helping operative employees achieve effective performance-
a task intimately related to motivating and controlling.

The work of a supervisor can also be examined in terms of the types of skills required to do the work.
Three basic skills can be isolated.

1. Technical skills: These refer to such things as job knowledge-knowledge of machines, processes,
and methods of production.

2. Human relations skills: These refer to understanding human behavior and being able to work
well with people.




3. Administrative skills: These refer to understanding the organization and how it works —
understanding the planning, organizing, and controlling functions of supervision.

It is generally agreed that in most organizations, supervisors need a higher level of skill in the technical
and human relations area than in the areas of administration. The relative degree of skill changes as a
person moves up in the managerial ranks. Figure 1-3 illustrates this concept. This does not imply that a
supervisor needs more technical skills than a top manager, but rather that a supervisor needs more
technical skills relative to the human behavior and administrative skills. A supervisor who has ambitions
of moving up in the organization must also develop good administrative and human relations skills.

FIGURE 1-3
Mix of skills required for different management levels
Human
Technical behavior Administrative
Top management

Middle management

Supervision

Comparing the supervisory level with other management levels reveals its unique characteristics and
sheds additional light on the role of the supervisor. For example, consider who is supervised. Middle and
top managers deal basically with other management members, who usually have similar objectives and
talk a common language. Supervisors, however, devote most of their time to working with and achieving
results through nonmanagement members, whose work philosophy, viewpoints, and language may
differ significantly from their own. In addition, supervisors usually have more subordinates reporting
directly to them than any member in the higher levels of management, and they tend to be limited to
direct face-to-face management of group members.

A third difference is that supervisors’ tasks are relatively more specialized and focus on particular
functions. As a consequence, supervisors tend to visualize problems and opportunities in terms of their
particular areas of concentration. But to climb the management hierarchy, they must eventually
broaden their base and become competent in related specialized areas. Finally, there is a difference in
the kinds of decisions made. Because they are in direct contact with operative employees, supervisors
must interpret, apply, and make meaningful the directives and requirements laid down by their own
managers. Usually these actions must be taken within a relative short period of time.




Indicate whether each of the following statements is true or false.

1. The supervisor serves as the link between other levels of management and the operative
employees.

2. Operative employees with good technical skills and good work records are frequently chosen by
management for supervisory jobs.

3. Normally a supervisor spends more time on planning and organizing than on motivating and
controlling.

4. The role of the supervisor is essentially the same as that of middle and top management.

Answers

1. True. The supervisor is the last link between management and the operative employees.

2. True. While there are other sources of supervisors, most are promoted from the ranks of
operative employees.

3. False. A supervisor normally spends more time on motivating and controlling than in planning
and organizing.

4. False. There are numerous differences, including differences in the number and type of

subordinates, in degree of specialization, and in the kinds of decisions made.

The supervisor’s authority and responsibility

To understand the role of a supervisor, the nature of his or her authority and responsibility must be

considered. Authority can be viewed as the right to make decisions and to take actions. This does not

mean that supervisors have the right to order people around or to behave as dictators. Rather they are

to influence the actions of the people being supervised by directing, guiding, helping, correcting, and

stimulating them.

Significant aspects of authority as applied by supervisors include the following:

1.

Making decisions as needed and implementing them.

Recognizing that the authority exercised should take into account the probable reaction of the
group and should consider the members’ training, loyalty, beliefs, attitudes, and work behavior.
Considering facts along with judgments in all use of authority.

Encouraging employees to feel free to offer suggestions and ideas-to participate in the makeup
of the authority used in any instance.

Keeping aware that employees are individuals whose degree of decision-making participation
will vary with their interests, the possible effect of the decision upon them, and how they view
the urgency of the situation.




Supervisory responsibility is being accountable for results. Being responsible is the same as being
obligated. Ideally the boss and the supervisor mutually agree upon the desired result. The following are
among the most helpful considerations concerning responsibility for the supervisor:

1. Knowing the objectives sought and making certain that employees know their individual
objectives and how these contribute to the group’s objectives.

2. Developing an effective team spirit.
Keeping all team members fully informed along with all other employees who interact with
team members in the normal sequence of work events.

4. Dividing and assigning the work fairly and on a basis that is known and understood by all team
members.

5. Interpreting policies, enforcing company regulations, and developing better work methods.

Factors limiting supervision

Under today’s conditions there are several factors that limit a supervisor’s actions. These factors must
be recognized in order to understand the problems and the issues typically facing the supervisor. First,
there is the question of how much influence and control of resources the supervisor can exercise. At one
time the supervisor hired, fired, set the conditions of work, and was virtually unchallenged in what was
decided. Today this is not true; many staff specialists are involved at the supervisory level. The formal
authority of supervisors is now limited by such factors as the behavior and the beliefs of today’s better
educated and more informed employees, a host of governmental regulations, the practice of arbitration
and appeal, and the access afforded by the open-door policy of middle and top managers.

A second factor that tends to limit the decision-making power of supervisors is the existence of unions.
Although the supervisors are involved in discussions with the union regarding policy interpretation and
grievances, the big issues are expected to conform to these decisions.

A third limiting factor with which supervisors contend is the pressure under which they must operate. As
mentioned earlier, today’s supervisors do not have the time to reflect on all matters related to the work
situation. There is constant pressure to get out the work, meet the budget, maintain quality, and
compete for advancement with other supervisors.

Why supervisors fail

Unfortunately supervisors fail for many reasons. By developing an understanding of these reasons, a
supervisor can avoid many of them.

1. Inability or unwillingness to delegate work. This is a frequent cause of supervisory failure. Most
supervisors are promoted from operative jobs and are accustomed to doing the physical work
themselves. Supervisors are generally required to have technical skills in the jobs they are
managing. Unfortunately, too many supervisors think that the technical skills alone are sufficient
for success. However, human relations and administrative skills are also needed for success.




Improper use of authority. Some supervisors let their newfound authority go to their heads. It is
sometimes difficult to remember that the use of authority alone does not get the support and
cooperation of the employees. It is just as important to learn when not to use authority as to
learn when to use it.

Trying to continue to be one of the gang. After being promoted into supervision, it is important
to remember that a person is no longer one of the gang. Being a supervisor may require
decisions that are not always popular. Thus, the supervisor must learn to maintain a balance
between good human relations and being one of the gang. Because supervisors are the
connecting link between other levels of management and the operative employees, they must
learn to represent both groups.

Setting a poor example. A supervisor must always remember that the work group looks to the
supervisor to set the example. Employees expect fair and equitable treatment from their
supervisor. Unfortunately, too many supervisors play favorites and treat employees
inconsistently. Government legislation has attempted to reduce this practice somewhat, but it is
still a common problem.

A lack of desire for the job. Unfortunately, many people are promoted into supervision merely
because of their technical skills, not because of their desire to be a supervisor. Regardless of
one’s technical skills, the desire to be a supervisor is necessary for success. Generally, this desire
encourages a person to develop the other skills necessary in supervision-human relations skill
and administrative skills.

These five reasons are certainly not the only ones that cause supervisory failure, but they represent

some of the most common ones. Certainly the organization itself may be at fault if it does not provide

for the proper selection and training of supervisory personnel.

Indicate whether each of the following statements is true or false.

1. Authority by the supervisor is perceived largely as the prerogative to give people direct orders.
A supervisor being held responsible for certain actions is also accountable for the results of
these actions.

3. Today’s supervisor commonly has the responsibility to hire, fire, set conditions of work, and to
make unchallenged decisions.

4. Inability or unwillingness to delegate work is a common reason for supervisory failure.

Answers

1. False. The current view is that authority involves influencing people by direction, guidance, help,
correction, and stimulation.

2. True. By definition supervisory responsibility is being accountable for results.




False. Today many staff specialists are involved at the supervisory level, and the formal authority

of the supervisor is limited in a number of areas.
True. New supervisors are especially reluctant to delegate. This happens because they have

been accustomed to doing everything themselves in their previous job.




Chapter 1 Review Questions

1. The supervisor to be effective in his/her position needs more

Planning and organization skills
Technical skills
Human relation skills and motivating skills

oo w»

Administrative skills

2. Effective supervisors succeed by:

Trying to be one of the gang
Improper use of authority
Willingness to delegate

o0 ® >

Lack of desire for the job




Chapter 2:

Making Sound Decisions

Learning Objective

After completing this section, you should be able to:

e Recognize different decision making processes and beneficial aspects of each.

One of the primary factors that distinguishes supervisors from operative employees is the level and
types of decisions that must be made. Every working day supervisors are faced with many decision
situations. The manner in which they react to these situations certainly has a major impact on
supervisors’ success.

Making Decisions

Timing the decision

Recognizing the need to make a decision is a natural prerequisite to making sound decisions. Some
supervisors always seem to make decisions on the spot, while others tend to take forever in deciding
even a simple matter. Another familiar type is the person who just seems to ignore the entire matter by
acting as if it doesn’t exist. The supervisor who takes pride in quick decisions is also running the risk of
making bad decisions. Failure to gather and evaluate available data, to consider people’s feelings, and to
anticipate the impact of the decision can result in a quick but poor decision. Of course the other
extreme is just as risky-the supervisor who listens to the problem and promises to get back to the
employee but never does. Nearly as bad is the supervisor who gets back to the employee but only after
an inordinate amount of time. There are other familiar types: the supervisor who never seems to have
adequate information to make a decision, the supervisor who frets and worries over even the simplest
decisions, and the supervisor who refers everything to the boss.
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In all of these profiles, the supervisor is concerned either too much or too little with making a decision.
There is little regard to the timing and quality of the decision. Especially when the situation involves
some unpleasantries (such as whether to fire an employee), it is common for the supervisor to make a
quick decision and thus get rid of the problem. Another approach is to ignore the problem and hope that
it will go away. These are natural human reactions. Successful supervisors learn to resist these reactions
with a proper concern for timeliness.

Knowing when to make decisions is complicated by the fact that different decisions must be made
within different time frames. For example, a supervisor would generally have much more time in
deciding on committee appointments than what to do when three employees call in sick. Unfortunately,
there is no magic formula to tell the supervisor when a decision should be made or how long it should
take. The important thing is to develop awareness for the importance of properly timing decisions.

Today’s supervisor should also understand the relationship between proper timing of a decision and
being decisive. Decisiveness is a very desirable and necessary characteristic of a good supervisor. To
avoid or put off making a decision can result in worse circumstances than making a questionable but
timely decision. However, being decisive does not necessarily mean making the decision in the least
amount of time. Being decisive means making a decision in a reasonable amount of time.

Identify the problem

Frequently the hardest part of making a decision is defining just what the decision problem is. It is very
difficult for a supervisor to make a sound decision about anything unless the exact nature of the
problem is known. For example, suppose a certain machine operator is producing an unacceptably high
number of rejects. Is the problem due to the machine? The operator? The raw material? Or some other
factor? Similarly, an employee complains about the work place being too hot. Is the temperature set too
high? Is the employee just “hot natured?” Is something wrong with the air conditioner? Or is the
employee just a complainer?

Many supervisors have a difficult time distinguishing between the symptoms of the problem and the
problem itself. This often results in the supervisor treating the symptoms and not the problem.
Treatment of the symptoms is usually a short-term solution at best. For example, suppose your car has a
faulty generator that in turn causes the battery to run down. If you treat the symptom and replace the
battery, you will have solved the problem only for a very short time.

Figure 2-1 presents four factors that when systematically addressed can help in defining the problem.
The responses to each of these factors should be recorded in writing to help in being objective.

Identify possible alternatives

After the problem has been clearly defined, all possible alternatives can be identified. Obviously any
decision is only as good as the best of the alternatives that are considered. One common pitfall in
identifying possible alternatives is to consider only those which are obvious or those previously used.
Such an approach can result in the exclusion of many viable alternatives. As a general rule, the more
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alternatives generated, the better the final solution. There is a great tendency among many supervisors
to stop looking for alternatives once they have one or two that look acceptable. A good rule of thumb is
to try to generate at least four alternatives.Seeking the opinion of others who may know something
about the problem can also be helpful. It is easy to become so involved in a particular problem that the
supervisor cannot see the forest through the trees. In this type of situation, the supervisor becomes so
engrossed in the details that alternatives, obvious to a person who is not as close to the problem, are
overlooked.

FIGURE 2-1
Factors to aid in defining the problem

Symptoms: What has alerted you to the problem?
How did you recognize the problem?
What is wrong?
Have there been any obvious changes?

Location: Where are the symptoms occurring?
Time: When did you discover the symptoms?
How long have they existed?
Extent: How severe does the problem appear to be?
Gather facts

After identifying the problem and possible alternatives, the next step is to gather and organize facts that
are relevant to the various alternatives. It is difficult, if not impossible, to make sound decisions without
the pertinent facts. At the same time, however, it is rare that supervisors ever have all of the facts that
they would like. Of course the timeliness of the decision has a major impact on how much data to gather
and analyze. Successful supervisors learn to make decisions based on the available facts plus those
which can be obtained within a reasonable amount of time and at a reasonable cost. Figure 2-2 lists
some general questions that might be addressed in the fact-gathering phase. It should also be
mentioned that today’s supervisor can be faced with the problem of too much information instead of
not enough. Computers and modern technology have made information overload a real problem for
many supervisors. This occurs when the supervisor receives irrelevant reports, computer printouts, and
memos. It is not unusual for a simple and useful report to eventually evolve into a large, overburdened
report with very little useful information. In this situation, the problem facing the supervisor is to sort
out the relevant from the irrelevant information.
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FIGURE 2-2
General questions to answer in the data-gathering phase

Does company (organization) policy have anything to say about the decision at hand?
Has a similar situation occurred in the past? If so, what was done?

What are the costs involved?

How will this affect productivity? Work procedure? Employee morale?

Evaluate alternatives

Once the general questions shown in Figure 2-2 have been analyzed and the appropriate data gathered,
the next step is to evaluate each of the alternatives. Generally this involves a comparison of costs
involved, time required to implement, and the expected end results. Using the collected data, the
supervisor should project what would happen if each of the different alternatives was implemented.
How long would it take to implement? How much would it cost? What would be the favorable and
unfavorable outcomes? It is usually helpful to develop a system for recording the evaluations in some
type of written form. Figure 2-3 contains an example format. One major advantage to such an approach
is that all the alternatives can be compared at the same time. Another advantage is that all alternatives
can be evaluated using the same categories of information. Such an approach provides much more
objectivity than a simple mental evaluation of the alternatives.

Choose and implement the best alternatives

Choosing the best or most desirable alternative is not always as easy as it seems. Certainly this step is
made easier if the previous steps in the decision-making process were thoroughly done. After the costs,
time, and potential outcomes have been evaluated, the decision often still requires some judgment and
even willpower on the part of the supervisor. While some alternatives can usually be eliminated
immediately after the data have been collected, others require a closer look. In these situations, the
supervisor draws upon experience, intuition, and suggestions from others in making the final choice.
Caution is necessary in this state so that personal biases and prejudices do not influence the decision.

It is not unusual for a supervisor to select the best of the alternatives being considered even if none
appears to be satisfactory. The tendency here is to select an alternative and thus make the decision. In
essence, completing the decision becomes more important than the decision itself. In such situations, a
viable alternative that should be considered and evaluated is to do nothing. This alternative gives the
supervisor time to go back and seek some additional alternatives.

After the final decision has been made, the supervisor should take the necessary steps to implement the
decision. This includes assigning responsibilities, communicating the timetable to be followed, outlining
the types of control to be used, and identifying any potential problems. Experience has shown that
employees and people in general are much less resistant to a decision when they understand the why,
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when, and who of the decision. When communicating the decision to the affected parties, the
supervisor should explain why the decision was necessary, why the specific alternative was chosen, what
actions are required, and what results are expected.

A final phase of the decision-making process is to evaluate the decision. Basic questions need to be
answered. Did the decision achieve the desired results? If not, what went wrong? Why? The answers to
these questions can be of great help when a similar situation presents itself in the future. The key here is
to learn from the past and apply this knowledge to future decisions.

FIGURE 2-3
Example format for evaluating alternatives
Time re- Esti d Favorable Unfavorable
Alternative quired to sHmate points of points of
implement costs outcome outcome
Repair 15 $2,000 Workers are Might break down
machine days familiar with the | again soon; not
machine; it has as fast as new
proven itself. machine; take
longer to fix.
Replace with 8 $4,500 Same as old Reconditioned ma-
reconditioned days machine; no chine may not last
machine training neces- as long as new one;
sary. not as fast as some
new ones.
Replace with 5 $6,000 Same as old ma- | Relatively
new but days chine; no train- expensive.
identical ing necessary;
machine likely to last a
long time.
Replace with 5 $7,000 Fastest Most expensive,
new, modern- days machine operator will
ized machine available; likely require some
to last a training.
long time.

Indicate whether each of the following statements is true or false.

Making a decision in the minimum amount of time is usually the best approach.

Frequently the easiest part of making a decision is defining the problem; the hardest part is

choosing among the alternatives.
3. Itis rare that a supervisor ever has all of the desired facts before making a decision.

4. ldentification of the problem is the responsibility of the supervisor, but the subsequent decision

making is the responsibility of individuals higher up in the organization.




Answers

1. False. Failure to gather and evaluate data, to consider people’s feelings, and to anticipate the
impact of the decision, can result in a quick, poor decision.

2. False. The exact opposite is often true-frequently the hardest part of making a decision is
defining just what the decision problem is.

3. True. Successful supervisors learn to make decisions based on the available facts plus those
which can be obtained within a reasonable amount of time and at a reasonable cost.

4. False. Decision-making is a major part of the supervisor’s responsibility; it is aimed at solving the
problems that have been identified.

The use of group participation

You are familiar with the old saying that two heads are better than one. This is true in many decision
situations. There are many advantages to involving the members of the work group in the decision.
Most obvious is the fact that with several people participating there are naturally more resources to call
upon. This usually results in the generation of more and better alternatives. A second and equally
important advantage results in commitment to the decision by the members of the group. People more
readily accept decisions they have participated in than those forced upon them. A person who
participates in reaching a decision feels a commitment to make it work. The value of this approach is not
limited to the final decision. A more complete understanding of what alternatives were considered and
how each was evaluated can be of enormous help in getting the group to accept change. This is
especially true if those who must implement the change are the ones who participate in the decision.

Group decisions can be very beneficial in certain situations. However, there are drawbacks that make
individual decisions preferable in some situations. Because group decisions almost always require more
time, an individual decision is generally best when there is a critical time limitation. Another potential
problem with group decisions is the tendency of one person to dominate and control the group. The
natural pressure to conform can also inhibit certain group members. Yet another possibility is for
competition to develop within the group to such an extent that winning becomes more important than
the issue itself. A final hazard is the tendency of groups to accept the first potentially positive solution
and give little attention to other alternatives. In summary, group decisions are generally preferable
when avoiding mistakes is of greater importance than speed. Figure 2-4 summarizes the positive and
negative aspects of group decision-making.
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FIGURE 2-4
Positive and negative aspects of group decision-making

Positive aspects of group decisions

The sum total of the group’s knowledge is greater.
The group generally develops a much wider range of alternatives.
Participation increases the acceptability of the decision to the group.

el S

Group members better understand why a decision was made.
Negative aspects of group decisions

Take more time.

One individual may dominate and/or control the group.

Pressures to conform may inhibit group members.

Competition can become overly intense among the group members.

vk wN e

Groups have a tendency to accept the first potentially positive alternative.

Brainstorming. Brainstorming is a form of group decision-making that involves presenting a problem
and then allowing the group to develop ideas for solutions. In order to encourage the free flow of ideas,
no criticisms of suggested solutions are allowed initially. After and only after all ideas have been
presented and recorded does the group begin to evaluate the ideas. The basic approach is to encourage
all participants to throw out any and all ideas that come to mind. The ideas may be wide and seemingly
impractical, but they may lead to a creative solution. In addition to the above rules, other suggestions
have been found helpful in generating success in brainstorming. Ideally a session should last from 45
minutes to an hour. The problem to consider should not be discussed before the session. A small-sized
room and conference table should be used to encourage free-flowing communication.

Brainstorming is most applicable to simple decision problems requiring creative ideas. Naming a new
product or service, coming up with a new use for a product, and identifying new ways to reduce wasted
time are some examples of situations where brainstorming might be used. Unfortunately, brainstorming
is not very useful in helping to make decisions dealing with risk or uncertainty-such as whether or not to
hire a certain person.

Typical traps to avoid

Many supervisors have a tendency to fall into one or more traps when making decisions. Some of the
most frequently encountered of these traps are discussed below.

Trap 1: Making all decisions BIG decisions. Everyone has run into a supervisor who treats every decision
as if it were a life-or-death issue. This supervisor spends two hours deciding whether to order one or
two boxes of rubber bands. Not only does this approach waste much of the supervisor’s time, but it also
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keeps the employees confused-the employees have a hard time distinguishing between the important
and not-so-important issues. This approach can also result in the really important problems not
receiving proper attention because the supervisor becomes bogged down with unimportant problems.
This type of supervisor must learn to allocate an appropriate amount of time to each decision based on
its relative importance.

Trap 2: Creating crisis situations. Some supervisors seem to delight in turning all decision situations into
crisis situations. A true crisis occurs when the decision must be made under extreme time constraints. In
actuality, very few crises occur naturally. What happens is that a normal situation is transferred into a
crisis situation by the supervisor. Even when a true crisis does occur, the supervisor must learn to
remain calm and think clearly. It is a good habit to always ask yourself, “How much time do | really have
to make this decision?” It is easy and even natural to assume that you have less time than you actually
do.

Trap 3: Failing to consult with others. The advantages of consulting others in the decision-making
process were discussed earlier. However, some supervisors are reluctant to seek outside opinions. They
fear that asking advice will make them look inadequate. Many supervisors, especially new ones, are
under the impression that they should know all the answers and are hesitant to ask someone else’s
opinion. These are natural tendencies and should be recognized as such. Successful supervisors learn to
put good sense and reasoning ability ahead of ego.

Trap 4: Never admitting a mistake. No one makes the best decision every time. If a supervisor makes a
bad decision, it is best to admit it and do what is necessary to correct it. The worst possible course is to
try to force a bad decision into being a good decision. For example, suppose you go out and buy a used
car. After you have owned the car for a couple of months, it becomes apparent that the car is a lemon. It
would probably be much better to admit the mistake and get rid of the car, even at a loss, than to
pretend that it was a good decision and continue to pour more money into the car. Again, it is a natural
tendency not to want to admit mistakes.

Trap 5: Constantly regretting decisions. The opposite effect from Trap 4 can also occur. Some
supervisors seem to forever regret their decisions-the good ones as well as the bad ones. These people
always want to change the unchangeable. A typical sentence starts with, “l sure wish | had....” Once a
decision has been made and is final, don’t brood over it. Remember very few decisions are totally bad.
Some are just better than others. Too often a supervisor will spend time dreaming about “what ifs” and
not enough time implementing the current decision.

Trap 6: Failing to utilize precedents and policies. Why reinvent the wheel? If a similar decision situation
has occurred in the past, supervisors should draw upon that previous experience. If a certain situation
seems to be constantly recurring, it is usually helpful to implement a policy covering the situation. For
example, it is wise to have policy covering priorities for vacation time. Also, supervisors should develop
an awareness of current organizational policies. These can often help in decision situations.

Make lists. Suppose you are a supervisor for the First Trust Bank and David Dews is one of your tellers.
Ever since David started to work for the bank almost six months ago, you have had problems with his
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attendance and promptness. On the other hand, David has learned quickly and his general job

performance has been good. The end of David’s probationary period is nearing, and you must make a

recommendation concerning his future at the bank. You developed the positive and negative lists shown

in Figure 2-5 and then rated each factor.

The positive factors greatly outweigh the negatives in David’s case. The primary benefit of using this

system is to identify the pertinent facts so that an objective evaluation can be made. This approach is

simple and it requires very little time.

FIGURE 2-5
Positive points Rating Negative points Rating

David is a quick learner.................... 5 David is frequently late..........ccocuu....... 6
David gets along with other employees.. 2 David has been absent six days............... 7
David has proven he can do the job...... 9 David’s personal appearance could be better 4
David presently has six months of David has only two years of college.......... 2

training experience, and it would be

costly to hire another person............... 8
After David arrives at work he has a

good attitude.....ccooceveveervcirecneenne. 6 _

SCOMe..euieeeereree e 30 SCON@..iiieieireireeeeeeeerene 19

Positive Score 30
Negative Score -19
Total Score 11

Indicate whether each of the following statements is true or false.

The trend is toward group decisions because they almost always lead to better decisions.
Brainstorming is a form of group decision-making that encourages the free flow of ideas through
extensive verbal evaluation of each idea as it is presented.

3. Itis always best to treat all decisions as big decisions.

4. ltis a natural tendency to consult others when faced with a tough decision.

Answers

1. False. While group decision making works well in many situations, it does not work well in all

situations.

2. False. In order to encourage the free flow of ideas, no criticisms of suggested solutions are

allowed initially under brainstorming.
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True. The supervisor must learn to distinguish between the important and not-so-important
decisions. Otherwise, the supervisor is apt to waste time and leave the employees confused.

False. Many supervisors think they should know all the answers and are, therefore, reluctant to
seek the advice of others.
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Chapter 2 Review Questions

1. Positive aspects of group decision making include:

Groups take more time to make decisions
Developing a wider range of alternatives
One individual may dominate or control the group

oo w»

Pressure to conform may inhibit group members

2. Many supervisors fall into the traps of decision making by:

Creating crisis situations
Consulting with others
Admitting mistakes
Utilizing precedents

o0 ® >
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Chapter 3:

Objectives and Supervision

Learning Objective

After completing this section, you should be able to:

e Recognize examples of how to improve work objectives and the concept of management by
objectives (MBO).

The primary purpose of a supervisor is to see that the work is completed satisfactorily and on schedule.
A supervisor must work effectively with subordinates, management members, and those outside the
organization. Technical know-how is also necessary. The most important aspect of supervision, however,
is objective achievement. The objectives that have been set for the group must be met. All work
activities should be related to these stated objectives. Success in supervision depends on the
supervisor’s ability to identify objectives and to point all group efforts toward their achievement.

Objectives

Objectives (or goals) are concerned with direction and destination; they outline the desired results. The
terms goals and objectives are used interchangeably throughout this text.

Objectives enable supervisors to focus directly on targets to be achieved within a given period.
Supervisors’ success depends upon their understanding of these objectives. Similarly, supervisors must
be able to communicate these objectives to the employees who will actually perform the tasks
necessary to achieve them.

At the supervisory level, objectives typically deal with quantity, quality, cost, and production levels. How
these objectives are determined and how they are stated can have a great deal to do with how
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successful a supervisor might be in reaching them. Objectives might be looked upon as viable
statements that add direction to all efforts.

Using objectives in supervision

Objectives can be utilized to develop the job skills of employees. When employees demonstrate a
capacity for further growth, their objectives should be adjusted so that they can seek further
achievements. The setting of new goals points the way and serves as a stimulus for greater
performance. The more conventional method of turning talented employees loose to see what they can
do on their own does not provide a target toward which to aim efforts and evaluate progress. It is better
to adjust the objectives for such employees so that they will acquire new learning and additional talents.
In such cases, the supervisor should share information, give counsel, and make certain the new goals call
for excellence in performance. It is helpful to relate the work goals to the employees’ personal goals
whenever possible. Exceptionally capable employees are usually eager to discuss their careers with
supervisors. Such discussions are mutually helpful because they reveal whether the right course is being
pursued in view of the goals of both employees and supervisors.

Objectives can also provide help for the marginal employees. The supervisor might find out whether
such an employee understands the work goals, what is expected, and what constitutes satisfactory
performance. Does the employee lack required skill and knowledge? Does the employee’s work attitude
need reshaping? Is more feedback about the work needed?

Establishing objectives

Supervisory objectives are usually derived from the plans and objectives of higher levels of
management. They set work targets that the department or work group is expected to achieve.
Normally, supervisory objectives are expressed in detail, are precise, and are of a short-range nature. In
fact, the majority of supervisory objectives deal with weekly, monthly, or quarterly time periods.

Objectives should span all significant areas of the department. This usually means that several objectives
must be set. The problem with a single objective is that it is often achieved at the expense of other
desirable objectives. For example, a supervisor may go all out to achieve a production objective, even if
it means lowering quality. Objectives that have the best chance for success should have the following
characteristics:

1. Objectives should be measurable or verifiable. Generally, the objectives should be expressed in
guantitative terms and should include a stated time frame for completion. Avoid the use of words such
as maximize, minimize, and reduce. An objective to “minimize costs” is commendable but not
measurable. How does a supervisor ever know if costs have been minimized? In reality, the only way to
truly minimize costs is to have zero costs! A much better way of stating this objective would be “to
reduce costs by 5 percent by the end of next quarter.”

2. The objective setting process should involve those responsible for achieving the objective. Most
employees want to participate and be asked for their opinions and suggestions. Employees are more
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committed to the successful achievement of objectives that they have helped develop. Objectives that
are simply announced by the supervisor are less likely to be achieved. Another good reason for involving
the employees is that they frequently have valuable information to contribute. Being near to, and
actually performing, the work provides insight and practical experience that the supervisor might not
have.

3. The objective should be challenging but realistic. Some people think that objectives should be set
just slightly higher than can be attained. The thought here is to keep the employee stretching and to
avoid a possible letdown that might occur once the objective is reached. One problem with this
approach is that it only takes a short time for employees to figure out that the objective is unattainable.
This can quickly demotivate employees. People are motivated by achieving difficult, but not impossible,
goals. Another fallacy of this approach is that most people are turned on, not off, upon reaching a
challenging goal. The key is for the objective to be challenging and realistic. Employees should be
required to “reach,” but the objective should also be within their capabilities.

4. Objective should be regularly updated. All too often objectives are never updated. Pursuing outdated
objectives wastes resources. Objectives should be reviewed periodically. Those no longer of value
should be discarded. Others will need revising in light of recent changes.

5. Objectives should be assigned priorities. Having several objectives does not mean that they are all of
equal importance. The supervisor, as well as the employees, should know the relative importance of the
objectives. This allows everyone to budget their time accordingly. In the event that a problem occurs,
everyone should know what is most and least important.

Figure 3-1 presents some examples of how some poorly stated objectives might be better stated. Figure
3-2 shows some typical areas in which a supervisor might set objectives.

FIGURE 3-1
Example of how to improve work objectives

Poor:  To maximize production.

Better: To increase production by 10 percent within the next three months.
Poor:  To reduce absenteeism.

Better: To average no more than three absent days per employee per year.
Poor:  To waste less raw material.

Better: To average no more than 2 percent of raw material.

Poor:  To improve the quality of production.

Better: To produce no more than two rejects per hundred units of production.
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FIGURE 3-2
Typical areas of supervisory objectives

4,

Production or Output: Usually expressed as number of units per time period.
Example: Our objective is to average 20 widgets per hour.
Quality: Usually expressed as number of rejects, number of customer complaints, amount of scrap.
Example: Our objective is to produce fewer than 10 rejects per week.
Personnel: Usually expressed in terms of turnover, absenteeism, and tardiness.
Example: Our objective is to average less than three days absenteeism per employee per year.
Training: Usually expressed in terms of hours of training exposure, number of classes attended, or

knowledge gained.

Example: Our objective is for every employee of the department to attend at least one full day

at a training workshop within the next 12 months.

Personal objectives

In addition to work objectives, everyone has personal objectives. It is natural for most people to want to

achieve certain things. Personal objectives deal with these wants. Because these objectives personalize

and reinforce the work objectives, their accomplishment is necessary to get maximum individual

performance.

General statements that characterize individuals’ attitudes toward personal goals include the following:

1. All people have highly personalized goals. Personal goals greatly influence people’s behavior;
they are foremost in their thoughts and embody the peak of their ambitions. Finding out what these
goals are, understanding them, and helping individuals satisfy them in their work efforts is one of
the keys to successful supervision.

2. All people want to feel they are doing something worthwhile. Ideally, this worthwhile endeavor
is undertaken for someone held in high esteem. Here the challenge to the supervisor is to strive to
be a person for whom worthwhile endeavors will be made. That way, personal goals can work for
the supervisor, and at the same time the employee gains needed satisfaction from work.

3. All people want to progress. People must feel they are making progress toward personal
objectives in order to be satisfied. Goals inspire a desire to achieve; in fact, merely having a goal will
normally be accompanied by thoughts of how to accomplish it.

4. All people condition their beliefs and thoughts by comparing themselves with others. People do
not live alone; they are a part of society. They constantly compare themselves with others in order
to estimate their own accomplishments.
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Indicate whether each of the following statements is true or false.

1. Objectives accomplishment is at the heart of successful supervision.
2. Objectives should usually be stated in a general manner to allow flexibility.
3. The objective setting process should involve those responsible for achieving the objective.
4. Personal objectives refer to employees’ desire for monetary compensation and their plan for
spending and investing.
Answers

1. True. Success is the result of being able to identify objectives, pointing all efforts toward them,
and achieving these objectives.

2. False. Objectives should be precise, quantifiable, and expressed in detail.
True. Most employees are more committed to the successful achievement of objectives that
they helped develop.

4. False. Personal objectives deal with the wants of the individuals to achieve certain things.

Management by objectives (MBO)

Management by objectives (MBO) is a style of supervising based on a cooperative approach to setting
objectives. Under management by objectives, all employees have a part in determining work objectives
and the means for achieving these objectives. Supervisors and employees jointly agree on what the
employees’ work objectives will be and how they should be pursued. The key to success here is that
supervisors and employees have an open exchange of ideas. After the work objectives and the means
for achieving these objectives have been agreed upon, employees have a blueprint of the work results
they are expected to achieve.

In management by objectives, the emphasis is not on the performance of job activities but on the
accomplishment of results. Self-directives, highly personalized supervision, and encouragement to the
individual to operate as a whole person within the context of the organization are features of MBO.
Supervisors serve as resource people to assist all employees to reach their agreed-upon objectives. In
effect, all employees become supervisors of their own work and are free to act within the outlined
constraints.

Periodic progress reviews are essential to MBO. During a progress review, all employees are given direct
feedback on actual performance as compared to planned performance (objectives). The manner in
which feedback is given is important. If supervisors give the feedback in a downgrading or hostile
fashion, then performance may be reduced. It is important to let employees know how they are doing
and to identify areas where supervisors might provide help. Supervisors act as counselors and problem
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solvers with employees, not to employees. Usually, it is recommended that this feedback be provided
formally two or three times each year.

A final requirement of MBO is that the employees be rewarded on the basis of objective attainment.
This means that employee rewards are directly linked to the results attained as measured by the agreed-
upon objectives. MBO can only work when the employees believe that rewards are dependent upon
results.

One of the most difficult parts of an MBO system is deciding in what areas to set objectives. A helpful
approach is for the individual to answer the following questions: How would | most like to be evaluated
on my job? What things or areas should my boss look at to evaluate my performance? The answers to
these questions provide the areas for setting objectives. If an individual has difficulty answering the
above questions, then there is a good chance that the individual does not thoroughly understand his or
her job. Figure 3-3 provides some additional tips for setting individual objectives.

MBO is not a panacea. Management by objectives is not panacea for all supervisory ills. Like all
supervisory styles, it must be applied with care. Of prime importance is the question of whether the
employee understands, wants, and is capable of operating under the management by objectives
approach. The employee must desire self-commitment, self-improvement, and self-control. Similarly,
the supervisor must be willing to provide the necessary assistance, encouragement, and flexibility.

MBO is most effective when it is used at all levels of the organization. Under this situation, the
objectives at each level should contribute to achieving the objectives at the next higher level. However,
MBO can be implemented in the supervisor’s department even if it doesn’t exist at other levels. In either
case, MBO will not succeed on its virtues alone. It must have the full attention of the supervisor and the
employees, it must be thoroughly understood by everyone involved, and it must be given adequate
time to succeed. To expect favorable results within a specified time period such as 30 to 60 days is
unrealistic. In fact, it is not unusual at all for an MBO system to require up to a year for successful
implementation. Such a time frame provides adequate time for educating both the supervisor and the
employees on MBO.

Indicate whether each of the following statements is true or false.

1. Management by objectives (MBO) is a style of supervising based on the supervisor and each
subordinate jointly setting the subordinate’s objectives.

2. In management by objectives, the emphasis is on the performance of job activities.

3. Under management by objectives, progress reviews should be held whenever deemed
necessary by the supervisor.

4. Most management by objectives programs takes 30 to 60 days to implement.

Answers
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True. By definition, management by objectives is a style of supervising based on a cooperative
approach to setting objectives.

False. The emphasis is not on performance of job activities but rather on the accomplishment of
results.

False. Periodic progress reviews are an essential ingredient of MBO.

False. It is not unusual for an MBO system to take up to a year for successful implementation.

FIGURE 3-3
Guidelines for setting individual objectives

1. Adapt your objectives directly to organizational goals
and strategic plans. Do not assume that they support
higher level management objectives.

2. Quantify and target the results whenever possible.
Do not formulate objectives whose attainment cannot
be measured or at least verified. .

3. Test your objectives for challenge and achievability.
Do not build in cushions to hedge against accountabil-
ity for results.

4. Adjust the objectives to the availability of resources
and the realities of organizational life. Do not keep
your head either in the clouds or in the sand.

5. Establish reliable performance reports and milestones
that measure progress toward the objective. Do not
rely on instinct or crude benchmarks to appraise per-
formance.

6. Put your objectives in writing and express them in
clear, concise, and unambiguous statements. Do not
allow them to remain in loose or vague terms.

7. Limit the number of statements of objectives to the
most relevant key-result areas of your job. Do not
obscure priorities by stating too many objectives.

8. Communicate your objectives to your subordinates
so that they can formulate their own job objectives.
Do not demand that they do your goal setting for
you.

9. Review your statements with others to assure consis-
tency and mutual support. Do not fall into the trap
of setting your objectives in a vacuum.

10. Modify your statements to meet changing conditions
and priorities.

11. Do not continue to pursue objectives that have be-
come obsolete.
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Chapter 3 Review Questions

1. Establishing supervisory objectives should include all EXCEPT:

oo w»

Measurable or verifiable objectives

Involve those responsible for achieving the objectives
Never review or update the objectives

Have challenging but realistic goals

2. Individual attitudes toward personal goals include:

o0 ® >

Increasing production by 10% in the next month

Having highly personalized goals that are 100% satisfying
Reduce absenteeism by 15%

Improve the quality of production by 2%

3. A company has a compensation system for its managers based on a management-by-objectives

(MBO) approach. The essential premise of MBO is that

Compensation should be based on qualitative factors.

Employees should be concerned with routine matters, and managers should attend to
exceptions.

Employees should participate in setting the goals.

Managers should establish goals for their employees.

4. Which of the following is a weakness of using MBO for motivating employees?

o0 ® >

Employees may believe that they control situations that arise in the company.

Employees may be forced to place too much emphasis on quantitative factors.

Employees may participate too much in the goal-setting process.

Employees may become too trusting and too dependent on the "team" to get things done.

5. MBO managers are most likely to believe that employees

A.
B.

Dislike their work.
Avoid responsibility whenever possible.
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C. Work best when threatened with punishment.
D. Are self-motivated.

6. A company has a compensation system for its managers based on a management-by-objectives
(MBO) approach. The essential premise of MBO is that

Compensation should be based on qualitative factors.

B. Employees should be concerned with routine matters, and managers should attend to
exceptions.

C. Employees should participate in setting goals.
D. Managers should establish goals for their employees.
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Chapter 4:

Supervisory Planning and Control

Learning Objective

After completing this section, you should be able to:

e Recognize the planning process and the supervisor’s role in planning.

Two of the most important functions performed by the supervisor are planning and controlling. Planning
deals with commitments to future actions, and controlling deals with checking up and seeing to it that
the results of the planned actions are met.

The supervisor must plan the department’s work if it is to be done effectively, properly, and on time.
Failure of the supervisor to plan can result in lost time, wasted materials, and misused equipment and
space. After planning has been completed and the resulting plan has been developed and implemented,
the supervisor must then control the plan. This involves seeing that the plan is carried out. Thus,
planning and controlling are very closely related activities of supervision.

Planning

Planning is not concerned with future decisions, but rather with the future impact of today’s decisions.
When planning, supervisors should think about how today’s decisions might affect future actions.
Planning involves deciding what actions to take in order to accomplish known objectives. Some think of
planning as including the objective setting process. In this case, planning is viewed in the broader sense
of deciding what objectives to pursue and what to do in order to achieve those objectives. Whether or
not the objective setting process is viewed as a part of the planning process or as a precedent of it,
objectives must be established before the planning process can be completed. Obviously, it is not
possible for supervisors to outline a course of action for reaching an objective if they do not know what
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the objective is. Since objectives were covered extensively in the previous chapter, this chapter will
focus on the action part of the overall planning process.

The supervisor’s role in planning

In many cases, the supervisor receives planning information from higher levels in the organization.
Frequently the supervisor is also consulted and participates in higher level planning activities, especially
on matters dealing with personnel and equipment. The exchange of ideas and information between
higher management and supervisors not only makes for better and more practical plans, it also keeps
supervisors fully informed and updated as to what is going on.

It is common practice for upper management to plan down to the department level, but not within it.
The supervisor is expected to make the detailed plans for the department. Furthermore, the supervisor
is expected to handle departmental planning adjustments that arise due to changes and emergencies
within the department. Upper level planning is usually relatively long range covering perhaps six
months, a year, or two years. In contrast, the supervisor’s planning is typically short range-of the near-
at-hand, day-to-day, week-to-week variety

Developing a plan

In developing a plan, it is useful to ask certain questions. By addressing each of these questions, the
supervisor can work out the details of exactly how to proceed. This process can also help identify
potential problems.

1. What must be done? Precisely, what actions must be taken to reach the stated objectives?
The supervisor must be sure that all actions taken contribute to the accomplishment of the
objectives.

2. Why must it be done? This question serves as a check on question 1. Are the actions really
necessary? Can the use of resources be justified?

3. When should it be done? The supervisor must decide how to coordinate the necessary
actions with other activities. Dates and times should be selected and coordinated.

4. Who should do it? The supervisor must decide what skills and abilities are required. Once
this has been established, the appropriate personnel must be identified.

5. Where should it be done? This question is closely related to question four. Where will the
necessary people and equipment be located?

6. How should it be done? What methods and procedures will be used? Can existing
procedures be used or must new ones be developed? The planning process is summarized
in Figure 4-1
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FIGURE 4-1.
The planning process

6. How should it
be done?

Methods to be
followed: Manual,
machine, automatic

Use of resources
and space: What
location for each

1. What must be done?

Checks with
given objective

includes all
necessary 2. Why must it
resources be done?

Is the work really
needed?

1 Can use of
resources be
justified?

AN EFFECTIVE
PLAN

Use of time and

coordinate with
other activities?

I controls: How to

person, machinery?

5. Where should
it be done?

3. When should it

Use of personnel:
P be done?

What skills are
necessary; what
knowledge
required?

4. Who should do it?

Resource Allocation

The previous sections discussed the overall framework for supervisory planning. Within this framework,
supervisors regularly engage in certain specific planning activities. Resource allocation and scheduling
are two of the most common planning-related activities performed by supervisors.

Resource allocation refers to the efficient allocation of people, materials, and equipment in order to
successfully meet the objectives that have been established. Resource allocation determines what work
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will be performed by what person and/or machine and under what conditions. The materials needed
must be determined and ordered. The work must be distributed to different workstations. Personnel
departments must be determined and time requirements must be determined and time requirements
established for each stage of the process. In order to be able to efficiently allocate resources,
supervisors often find it helpful to study the product or service route through the facility.

Routing

Routing involves determining the best sequence of operations. Routing attempts to make optimum use
of the existing equipment and personnel through careful assignment of resources. At the same time,
however, the desired level of output and the available mix of equipment and personnel place
constraints on the sequence of operations. Although a route may appear to be fixed because of certain
physical limitations, it should always be carefully analyzed.

Flowcharting and other graphical diagrams are used to aid in detecting and eliminating inefficiencies in a
route. Flowcharts analyze a certain sequence of operations in a step-by-step fashion. Assembly charts
and flow process charts are two common types of flowcharts. Assembly charts define the sequence and
manner in which the various components of a product or services are assembled. Assembly charts
typically provide an overall view of how the various parts fit together. A flow process chart outlines what
happens to the product or service as it progresses through the department. Most flow process charts
are much more detailed than assembly charts.

Scheduling

Scheduling develops the precise timetable that is to be followed in producing the products or services.
Scheduling, per se, does not involve determining how long a job will take, but rather involves
determining when the work will be performed. If schedulers do not already have a good feel for how
long the different jobs will take, they must get this information before the schedule can be completed.
The purpose of scheduling is to help assure that the work is synchronized and completed within certain
time limits. Scheduling is naturally much easier if a thorough job has been done in analyzing the product
or service route.

Determining and implementing priorities is a major part of scheduling. The supervisor must determine
which items have high priorities and which have low priorities. This information may be given to the
supervisor, or the supervisor may be required to make these decisions.

Anticipating lost time is also a requirement of scheduling. There is a great tendency on the part of many
supervisors to try to schedule every minute of every working day. Such overscheduling can cause
problems if a machine breaks down or if an employee is absent. At the same time, under-scheduling can
lead to idle equipment and personnel. Successful supervisors must learn to anticipate and schedule the
unexpected.

Numerous types of scheduling tools have been developed to help visualize and simplify the scheduling
problem. Most of these are adaptations of the Gantt chart. Time is shown horizontally. By plotting the
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different activities and their respective times on a Gantt chart, the scheduler can visually determine
when to schedule each activity. Figure 4-2 shows a Gantt chart for scheduling customer orders.

FIGURE 4-2
Gantt chart for scheduling customer orders

Today

Cutting
Threading
Drilling

Customer orders

Ace Corp.

e ———— e e e ———

Martin, Inc.

Wells Co.

Indicate whether each of the following statements is true or false.

Planning is primarily concerned with making good future decisions.
Supervisory planning is usually related to activities within the supervisor’s department and is
short term in nature.

3. Scheduling determines what work will be performed by what person and/or machine and under
what conditions.

4. A Gantt chart can be a useful aid for performing routing activities.

Answers

1. False. Planning is not concerned with future decisions, but rather with the future impact of
today’s decisions.

2. True. In contrast, planning by higher management concentrates on long-term planning and is of
a broader scope.

3. False. This is the definition of resource allocation, not scheduling. Scheduling is concerned with
the development of a precise timetable to be followed.

4. False. The Gantt chart, as illustrated in figure 4-2, is a graphical aid used in scheduling and

controlling activities.
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Supervisory control

Controls should be designed to alert the supervisor to problems or potential problems before they
become critical. Control means knowing what is actually happening in comparison to what was planned.
Controlling has many similarities to planning. The major difference between the two is that controlling
usually takes place after the planning has been completed and implemented. Comparatively speaking,
controlling is after the fact, whereas planning is before the fact. Control is accomplished by comparing
actual performance to predetermined standards or objectives and then taking action to correct any
deviations from the standard. Thus, the control process includes three primary steps: (1) establishing
performance standards, (2) monitoring performance and comparing to standards, and (3) taking
necessary corrective actions.

Establishing performance standards

A standard outlines what is expected. Standards are used to set performance levels for machines, tasks,
individuals, groups of individuals, or even the organization as a whole. Usually standards are expressed
in terms of quantity, quality, or time limitations. For example, standards may deal with production
output per day, quality as reflected by customer service, or production schedules. Departmental and
individual objectives can be used as standards for controlling departmental and individual performance.

The main purpose of performance standards is to answer the questions, “What is a fair day’s work?” or
“How good is good enough?” Although designed to reflect normal output, standards include allowances
for rest, delays that occur as part of the job, time for personnel needs, time for equipment maintenance,
and allowances for physical fatigue.

When possible, the management by objectives (MBO) approach should be used to set performance
standards. In environments where MBO is not appropriate (such as with employees working on an
assembly line), other approaches are available. One problem with the approach is that it is very
subjective in nature. The analysis of historical data such as production data is another approach. One
potential problem here is that things may have changed since the data were collected. The most
objective approach is based on industrial engineering methods. These methods usually involve a
detailed and scientific analysis of the situation. Most motion and time studies are examples of this
approach.

Monitoring performance

The overriding purpose of monitoring performance is to provide information on what is actually
happening. The major problems of monitoring performance are deciding when, where, and how often to
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monitor. The monitoring must be done often enough to provide adequate information. However, if
overdone, it can become expensive and can also result in adverse reactions from employees. The key is
to always view monitoring, not as a means of checking on the employees, but rather as a means of
providing needed information. Thus, monitoring is preventive and not punitive in nature. In this same
light, the reasons for monitoring should always be fully explained to the employees.

Timing is also important when monitoring performance. The supervisor must recognize a deviation in
time to correct it. For example, raw material must be ordered before they run out in order to allow for
delivery time.

Most control tools and techniques are primarily concerned with monitoring performance. Reports,
audits, budgets, and personal observations are all commonly used methods for monitoring
performance. The Gantt chart that was discussed earlier as a scheduling tool can also be used as a
monitoring device. This is done by graphically showing the work accomplished in relation to the work
planned.

Taking corrective action

Only after the actual performance has been determined and compared to the standard can proper
corrective action be determined. All too often, however, managers set standards and monitor
performance but do not follow up with appropriate actions. If standards are not being satisfactorily met,
the supervisor must find the cause of the deviation and correct it. A major problem in this step is
determining when standards are not being satisfactorily met. How many mistakes should be allowed?
Are the standards correctly set? Is the poor performance due to the employee or some other factor?
These are the types of questions that the supervisor must answer before deciding on the appropriate
corrective action.

Once a path of corrective action has been decided upon, it must be carefully implemented. The style and
method used to take corrective action can greatly affect the results achieved. When the corrective
action involves a supervisor’s employees, the supervisor should fully explain why the action is necessary.
All too often supervisors take corrective action without giving an adequate explanation. It is only natural
behavior for employees to resist something that they know nothing about. Supervisors should also avoid
talking down to subordinates when making corrections. People do not like to be talked to as if they are
inferior.

The positive approach

Controlling should be looked upon as a positive, helpful activity that aids in the achievement of goals
within the constraints of specified quantities, qualities, time use, and cost. It is more than a passive
checkup. Properly implemented, good control efforts can be encouraging and helpful to employees.
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Supervisors should make it known that controls are designed to help employees win respect and

recognition. It is rewarding for them to know and to be told officially that the group’s accomplishments

are satisfactory. It is also important for them to know what work performance is expected. If controlling
is helpful, meaningful, and acceptable to employees, they can use it advantageously to attain effective
self-direction.

Proper use of controlling also helps supervisors perform their work better. If they follow their plans and

use adequate controls, their programs should have good results.

Indicate whether each of the following statements is true or false.

1. The control process consists of two primary steps: (1) establishing performance standards and
(2) taking necessary corrective actions.

2. The main purpose of performance standards is to determine “what is a fair day’s work.”

3. Most control tools and techniques are primarily geared toward monitoring performance.

4. Supervisory control should be viewed as a passive activity and should be implemented only
when a need has been demonstrated.

Answers

1. False. The control process includes three primary steps: (1) establishing performance standards,
(2) monitoring performance and comparing to standards, and (3) taking necessary corrective
actions.

2. True. Performance standards provide supervisors with a reference to evaluate individual
performance.

3. True. Reports, budgets, audits, and personal observation are some of the most frequently used
tools and techniques.

4. False. Controlling should be looked upon as a positive, helpful activity. Controls should usually

be established as soon as possible.
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Chapter 4 Review Questions

1. When a supervisor develops planning activities he should take into account all of the following

EXCEPT:
A. What must be done
B. Why it must be done
C. When it should be done
D. Planning should have long term goals

2. Control usually takes place after planning and should NOT include:

Establishing performance standards
Taking necessary corrective actions
Establishing when the work will be performed

o0 w® >

Taking necessary corrective action
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Chapter 5:

Organizing and Delegating

Learning Objective

After completing this section, you should be able to:

e Identify the rationale behind organizational structure, and recognize how roles and individuals
interact within the structure.

Organizing is the grouping of activities necessary to reach common objectives. Organizing also involves
the assignment of each grouping to a manager with the authority necessary to supervise the people
performing the activities. Thus, the questions of who does what work and who tells who what work to
do are addressed.

The Organization Structure

The organization structure results from the grouping of work activities and the assignment of each
grouping to a manager. Generally, the organization structure is developed by upper levels of
management. However, it is important that supervisors know and understand the makeup of the total
organization. They must be familiar with what the total organization is meant to do and with the role
that each part plays in accomplishing the total job. This knowledge helps supervisors to understand their
jobs, work with other supervisors, and know what to delegate.

The supervisor authority

Authority is the right to command and expend resources. The lines of authority are established by the
organization structure and link the various organizational units together. Supervisors’ authority is
determined by upper levels of management and is implemented through the organization structure. The

39




amount of authority given to supervisors varies with the situation. For example, some supervisors may
be given much more authority to make work assignments than others. It is not unusual for supervisors
to have the authority to organize the work unit within broad and general guidelines. Additionally,
supervisors must usually structure their own jobs.

One thing that can make the organizational aspects of a supervisor’s job difficult is the special projects
or emergency work that often occur. These special projects are usually in addition to the normal, day-to-
day work. Special projects are activities that have an identifiable beginning and end and are nonroutine
in nature. The priorities associated with different projects naturally vary. The amount of notice that the
supervisor receives concerning the project also varies with the project. Emergencies are usually totally
unpredictable and generally carry a high priority. While it is not possible to eliminate all emergencies,
good organization and good planning can reduce their occurrence.

The supervisor and responsibility

Responsibility is accountability for reaching objectives, using resources properly, and adhering to
organizational policy. Once supervisors accept responsibility, they become obligated to perform the
assigned work. The term responsibility as defined above should not be confused with the term
responsibilities as used in defining job duties. When used in defining job duties, responsibilities refer to
the things that make up supervisors’ jobs. Figure 5-1 lists some typical supervisory responsibilities.

FIGURE 5-1
Typical supervisory responsibilities

Assign specific duties to each subordinate.

Determine the amount of work to be accomplished by each subordinate.

Transfer members within your department.

Authorize overtime.

Answer questions about time standards.

Make suggestions for improvements in work procedures.

Work with appropriate staff groups to develop and implement better work methods.
Counsel employees, evaluate performance, and assist in development.
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Process grievances with shop stewards.

10. Participate in drawing up departmental budgets.
11. Authorize repair and maintenance work.

12. Maintain production records.
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Line versus staff

Within the organization structure, there are two major types of authority: (1) line and (2) staff. Line
authority is the superior-subordinate relationship and forms a direct line from the top to the bottom of
the organizational structure. Line managers and line employees are directly involved in producing and
marketing the organizations’ goods or services. For example, assembly line, supervisors are line
employees in that they are directly involved in producing the organization’s goods. Bank tellers are also
line employees because they are directly involved in providing the organization’s services.

Staff authority is entirely different. Staff authority is used to support and advise line authority. It is
helpful to think of staff as being “nonline” and as being designed to contribute to the efficiency and
maintenance of the organization. Staff personnel are generally specialists in a particular field. For
example, the personnel department is considered to have staff authority. This authority is normally
limited to making recommendations to the line personnel. Customarily the staff manager exercises
authority to a line of authority, whereas the line manager exercises authority along a line of authority.

Most organizations today are line staff -- meaning that the structure has both management members
with line authority and management members with staff authority. The largest number of supervisors is
line employees.

Informal organization

There is a natural tendency for people having common work, goals, or social interests to band together
in groups. These groups make up the informal organizations that exist whenever groups of people are
brought together. The informal organization exists within, and in addition to, the formal organization.
Men and women like working with people they know and who in turn know them. People who do the
same type of work or have common interests are likely to form informal groups. Frequent face-to-face
meetings, discussions, and dedication to a common cause help informal groups to evolve, grow, and
prosper.

Since the informal organization has an indefinite, ever-changing structure (members come and go,
purposes change, interests are altered), it is vulnerable to manipulation and opportunism. It may be very
difficult to define the informal organization in a particular company, but it does exist. It cannot be
destroyed because it is a natural outcome of people working together. Therefore the supervisor should
acknowledge the presence of the informal organization and work with it in ways that will aid
supervision. For example, the informal organization can be used to disseminate information and to gain
acceptance of new ideas. The supervisor should know the informal leaders, enlist their help, listen to
their suggestions, and consult with them in reaching major decisions. The informal organization is
discussed at length in Chapter 9.
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Indicate whether each of the following is true or false.

1. Organizing basically answers the questions of who does what work and who tells who what
work to do.

2. The amount of authority given to a supervisor is almost always a function of the number of
subordinates.

3. A person with staff authority forms part of a vertical relationship and has authority over line
employees.

4. Although not officially recognized, the informal organization has a definite and stable structure.

Answers

1. True. Organizing is the grouping of activities and the assigning of each grouping to a manager.
False. A supervisor’s authority is determined by upper management and the amount given to a
supervisor varies with the situation.

3. False. Staff authority refers to a support or assistance role in relation to line management;
authority over line employees is usually not a part of staff authority.

4. False. The informal organization does have a structure; however, this structure usually is
indefinite and ever changing (members tend to come and go, purposes change, etc.).

Delegating authority and responsibility

Failure to delegate is probably the most frequent reason that supervisors fail. Delegation is an art.
Unfortunately, it does not come naturally for many people. In its most common use, delegation refers to
the delegation authority. To delegate authority means to grant or confer authority from one person to
another. Generally authority is delegated in order to assist receiving parties in completing their assigned
duties. For example, a supervisor may give employees the authority to organize their own work, as long
as they meet the production requirements.

There is considerable debate about the delegation of responsibility. Some people say you can delegate
responsibility, while others say you can’t. A close analysis of the issue generally reveals that the debate
is more a communication problem than a misunderstanding of the concepts involved. Those saying that
responsibility cannot be delegated support their position by stating that supervisors can never shed the
responsibilities of their jobs by passing them onto their employees. Those saying that responsibility can
be delegated justify their position by pointing out that supervisors can certainly make their employees
responsible for certain actions. Both parties are correct! Supervisors can delegate responsibilities in the
sense of making their employees responsible for certain actions. However, this delegation does not
make supervisors any less responsible. Thus, delegation of responsibility does not mean abdication of
responsibility by the delegating party. Responsibility is not like an object that can be passed from
individual to individual.
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Successful delegation involves three basic steps: (1) assigning work to the different members of the
work group, (2) creating an obligation (responsibility) on the part of each employee to the delegating
supervisor to perform the duties satisfactorily, (3) granting permission (authority) to take the actions
necessary to perform the duties. Thus, successful delegation involves the delegation of both authority
and responsibility.

Why supervisors are reluctant to delegate

The majority of supervisors are promoted into their supervisory positions from the ranks of the
operative workers. Moving from operative worker to supervisor presents some differences that can
affect a new supervisor’s ability to delegate. As an operative worker, a person’s performance is, for the
most part, entirely a function of what he or she does. In other words, an operative employee’s
performance is not normally dependent on anyone else. As supervisors, however, these same people’s
performance is almost totally dependent on the performance of others - namely the employees directly
responsible to them. The problem occurs when supervisors do not fully realize this difference, and
rather than concentrate on the functions of supervision, spend the majority of their time trying to do
everyone else’s job. The justification running through the supervisors’ minds is that the way for them to
look good is to ensure that everyone’s job is done right. This is a very natural trap to fall into. It also
provides the foundation for most of the reasons why supervisors are reluctant to delegate.

If you want anything done right, do it yourself. Many supervisors subscribe to the old saying, “If you
want anything done right, do it yourself!” This attitude reveals that supervisors not only do not
understand the supervisory process, but also shows that supervisors have done a poor job of selecting
and training their employees. Supervisors who attempt to do it all themselves or to prove that they are
superior operative workers find that their time is consumed by rather unimportant tasks. Thus, they do
not have time to perform their supervisory tasks.

It is easier to do it myself. Supervisors often say that it is easier for them to do the job than to explain it
to their employees. While this may be true in some cases, it usually represents a very shortsighted view.
It may be easier for the supervisor to do the task the 1 time or even the 5™ time, but is it still easier the
20" or 50™ time? In other words, it may require some investment of the supervisor’s time to train the
employees to do the job, but this is usually the best approach.

Fear of an employee looking too good. The fear that an employee will “look so good that the employee
might replace the supervisor” can inhibit some supervisors from delegating. Such fears are totally
unfounded for good supervisors. A supervisor’s performance is, for the most part, a reflection of the
performance of his or her employees. If supervisors’ employees look good, the supervisor looks good. If
the employee looks bad, the supervisor looks bad.

More confidence in doing the detail work. Some supervisors feel much more confidant when doing the
detail and operative work than when performing their supervisory functions. Most people have some
fear of the unknown and tend to shy away from it. Thus, it is understandable that new supervisors
would feel much more confident doing those things that they have had success with in the past.
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Preconceived ideas about employees. Sometimes supervisors erroneously jump to conclusions
concerning the capabilities of subordinates. For example, a supervisor might form a negative opinion
about an employee’s ability based on one occurrence. Further, this occurrence may be very
unrepresentative of the employee, or the supervisor may be unaware of the circumstances surrounding
the occurrence.

Desire to set the right example. Most supervisors want to set a good example for their employees. The
problem that arises, however, is in deciding what is a good example. Some supervisors think that in
order to set a good example they must be busy or at least look busy all the time. The result is that the
supervisor hoards work that logically should be delegated.

Principles of supervision based on authority

Because the proper use of authority is a key to successful supervision, numerous related principles have
been developed. These principles should be viewed as guides to assist the supervisor and not laws to be
followed without exception.

The parity principle. The parity principle states that authority and responsibility must coincide. While
this principle was implicit in earlier discussions relating to delegation, it was not specifically named.
Supervisors must delegate sufficient authority so employees can do their jobs. At the same time,
employees can be expected to accept responsibility only for those areas within their authority. In other
words, if supervisors make employees responsible for certain actions, then they must give the
employees sufficient authority to meet those responsibilities.

The exception principle. The exception principle (also known as management by exception) is closely
related to the parity principle. The exception principle states that supervisors should concentrate their
efforts on matters that deviate from the normal and let their employees handle routine matters. The
idea is that supervisors should not become bogged down with insignificant and routine matters. The
exception principle can be abused by incompetent and insecure employees. This happens when
employees refer everything to their boss because they are afraid to make a decision. Another problem is
the supervisor who continues to make decisions that have supposedly been delegated.

Unity of command. The principle of unity of command states that an employee should have one and
only one immediate boss. The difficulty of serving more than one boss has been recognized for
thousands of years. Recall the Sermon on the Mount when Jesus said, “No man can serve two masters.”
Experts have speculated that violation of this principle accounts for almost one third of the human
relations problems in industry. This problem occurs when two or more supervisors tell an employee to
do different things at the same time. The employee is placed in a no-win situation. Regardless of what
the employee does, one supervisor will be dissatisfied. Violation of this principle is usually caused by
unclear lines of authority and poor communications.

Scalar principle. The scalar principle states that authority flows one link at a time from the top of the
organization to the bottom. The scalar principle is also referred to as the chain of command. Violations
of the scalar principle occur when one or more links in the chain of command are bypassed. For
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example, suppose Jerry goes directly above his immediate boss, Ellen, to her boss, Charlie, for
permission to take an early lunch break. Believing the request to be reasonable, Charlie approves it.
Later Charlie discovers that the other two people in Jerry’s department have also rescheduled their
lunch breaks. Thus, the department would be totally vacant from 12:30 to 1:00. Had Ellen not been
bypassed, this problem could have easily been avoided. The problem is not that Charlie is incapable of
making a good decision, but rather that he does not have the necessary information.

A common misconception is that every action must painfully progress through every link in the scalar
chain. The key is to use common sense. If a certain superior has a need to know, that person should be
included. On the other hand, if the request is informational in nature, there is usually no need to go
through a superior.

Span of control. The span of control refers to the number of employees a supervisor can effectively
manage. For years, the span of control was thought to be five to seven. Recently the principle of the
span of control has been revised to state that a supervisor’s span depends on several factors. These
factors are complexity of the jobs, the variety of the jobs, the proximity of the jobs, the quality of the
people filling the jobs, and the ability of the supervisor. While much thought is often given to ensuring
that a supervisor’s span is not too large, the opposite situation is often overlooked. It is easy for
situations to develop in which too few employees report to a supervisor. These situations can lead to an
inefficient organization.

HR functions. Experts recommend one HR person for every 100 employees, but that number can vary
depending on the sophistication of your employees, the relative complexity of your benefit structure
and how you deliver those services to your employees. Manufacturing or distribution firms often can
put off hiring an HR manager until they reach 200 employees. On the other hand, high-tech firms,
because they tend to have more sophisticated employees and complex benefit plans, may need an HR
person long before reaching the 100-employee mark. Just as important as knowing when to hire a
human resources manager is knowing why. The HR function has two primary responsibilities: to help
you develop policies and procedures for managing your work force, and to educate and train your
managers and supervisors to implement those policies and procedures in a consistent, effective manner.
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Indicate whether each of the following statements is true or false.

1. Delegation of authority does not come naturally to most new supervisors.

Through proper delegation, supervisors can look good even if their subordinates are not
performing.

3. Principles of supervision are not intended as ironclad laws but rather should be viewed as guides
to assist the supervisor.

4. Responsibility and authority are different concepts, and a supervisor need not have both in a
given situation.

Answers

1. True. Unfortunately, delegating does not come naturally to most supervisors. In fact, delegation
is probably the most frequent reason that supervisors fail.

2. False. Supervisors’ performance is, for the most part, a reflection of the performance of their
subordinates. No amount of delegation will make supervisors look good unless it improves the
performance of the subordinates.

3. True. The purpose of principles of supervision is to provide a framework within which to
operate.

4. False. As stated by the parity principle-authority and responsibility must coincide.
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Chapter 5 Review Questions

1. Responsibilities of a typical line supervisor include all of the following EXCEPT:

Assigning specific duties to each subordinate
Advising personnel on company training policies
Authorizing overtime

oo w»

Counseling employees on job responsibilities

2. Supervisors should:

Not make decisions that have been delegated to subordinates
Do it themselves if they want it done right
Have a fear of an employee looking better than them

o0 ® >

Have preconceived ideas about a subordinate’s capability to perform a job
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Chapter 6:

Communicating With Employees

Learning Objective

After completing this section, you should be able to:

e Recognize ways to improve communication within the organization.

Many supervisors know their jobs but have difficulty when it comes to informing others and teaching
them what they need to know. They may have adequate decision-making ability and technical
competence, but not the necessary communication skills. It has been estimated that communication
occupies between 50 to 90 percent of a supervisor’s time. It has also been estimated that as much as 70
percent of organizational communication fails to achieve their purpose. Good communication requires
time and effort in writing, talking, reading, listening, and interpreting. It represents a definite skill in
which every supervisor should attain proficiency. What is not communicated can also be vital. Some
things are best not said or written, and seldom is it necessary or desirable to communicate everything.
Like most things, communication can be excessive, so that the really important messages become lost.

Communication and Understanding

The purpose of communication is to transmit information, ideas, or thoughts to someone else. The
intent is to achieve understandability of the information being conveyed by the person receiving the
message. Telling a fact to another person or sending notice of it , while important, is seldom the only
thing involved in communication. There is no genuine communication unless the message is understood.
Lack of understanding by the recipient is perhaps the biggest difficulty encountered in communication.

The environment under which a communication is made also influences the understanding of it. How a
person is told often is as important as what the person is told. The adage, “Actions speak louder than
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words,” holds true; employees tend to believe and to be influenced by not only what the supervisor says
but by what the superior does. A climate of trust and confidence greatly aids communication.

Communication is a two-way process. In order for the process to be effective, information must flow
back and forth between the sender and the receiver. The flow of information from the receiver to the
sender is called feedback. Feedback can be verbal or nonverbal. Limited feedback decreases the time
required in the communication process. Unfortunately, it also decreases the accuracy and the degree of
confidence the listener has in the accuracy. Thus, feedback takes more time but significantly improves
the understanding of the communication.

The communication process has five elements: the sender, the symbols in which the message is
encoded, the medium through which the message flows, the receiver, and feedback. Because the
effectiveness of communication can be known only by its impact on the receiver and the perceived
change in the receiver’s behavior, the received message is what is communicated. The sent message
may be garbled in encoding, in transmission, or in the receiver’s decoding.

Because all supervisory functions require communication, it is the secret to the success of any
supervisor. A manager’s ability to understand other people and their ability to understand the manager
are crucial to accomplishing organizational objectives. Communication is the link that ties an
organization together and transforms a diverse group of people into a cohesive whole. An organization’s
internal communications network is designed to facilitate decision making among managers, promote
goal congruence among employees, integrate the efforts of all employees, and build high morale and
mutual trust

Listening

Listening is the primary method of receiving messages. Unfortunately, most people are not very good
listeners. Research has shown that the average person retains only about 25 percent of what is heard.
Effective listening is not a natural skill for most people. One factor that influences how well a person
listens is the attitude of the listener toward the sender. For example, most people tend to listen more
closely to their boss than to the subordinates. Respect for the sender and the belief that the receiver will
benefit from the message definitely increase listening retention. For example, how many times have you
been introduced to someone but failed to get the person’s name because you were preoccupied?
Posture, personal mannerisms, and method of speaking can also affect listening retention.

Fortunately, effective listening can be learned. The key to good listening is concentration. One way to
concentrate is to anticipate the sender’s next point. If the listener is wrong, listening is reinforced
because what was said is automatically compared to what was anticipated. If the listener is correct, the
learning is reinforced. Another way is to make mental summaries. When the sender stops or pauses, the
listener should summarize mentally the key points that have been made. Figure 6-1 lists several tips for
effective listening.
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FIGURE 6-1
Tips for improving your listening skills

1. Stop talking.
You cannot listen if you are talking.
Polonius(Hamlet): “Give every man thine ear, but few thy voice.”
2. Put the talker at ease.
Help a person feel free to talk.
This is often called a permissive environment.
3. Show a talker that you want to listen.
Look and act interested. Do not read your mail while someone talks.
Listen to understand rather than to oppose.
4. Remove distractions.
Don't doodle, tap, or shuffle papers.
Will it be quieter if you shut the door?
5. Empathize the talkers.
Try to help yourself see the other person’s point of view.
6. Be patient.
Allow plenty of time. Do not interrupt a talk.
Don't start for the door or walk away.
7. Hold your temper.
An angry person takes the wrong meaning from words.
8. Go easy on argument and criticism.
This puts people on the defensive, and they may clam up or become angry.
Do not argue. Even if you win, you lose.
9. Ask question.
This encourages a talker and shows that you are listening.
It helps to develop points further.
10. Stop talking:
This is first and last, because all other guides depend on it. You cannot do an effective listening
job while you are talking.

Effective listening generally assumes that receivers are interested in what senders have to say. But if
receivers are not interested, what can senders do? It is always helpful for supervisors to show how
particular communications affect the receivers. Sometimes, when people receive a message, they
wonder, “Why do | need to know this?” If supervisors address this question at the start, they are more
likely to raise receivers’ interest level. Eliminating unnecessary messages also can help to raise receiver
interest.
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Perception and semantics

Perception refers to how people view situations. Experience, personality, and method of communication
affect a person’s perception. Because these factors differ, each person’s perception is unique. This
explains why two people can view the same situation in entirely different ways. For example, a message
may be received and interpreted in an entirely different manner than the way in which it was intended.
Supervisors should never assume that their actions and words are going to be perceived exactly as they
were intended. In fact, it is probably safer to assume that they will not be. Feedback, which was
discussed earlier, is the most effective method of reducing differences in perception.

Semantics is the study of the meaning of words and symbols. Words have meaning only in terms of how
they are perceived and understood by people. Facial expressions, hand gestures, and voice inflection
influence the understanding of words. Two general problems tend to arise in semantics that influence
the communication process. First, some words and phrases can have multiple interpretations. For
example, as shown in Figure 6-2, the word fix can be used in many ways. In addition, some groups of
people in particular situations develop their own technical language that may not be understood by
outsiders. For example, doctors, lawyers, government and military employees often use abbreviations
and acronyms that only they understand.

Since words are the most common method of communication, they must be carefully chosen and clearly
defined. Again, the use of feedback can reduce the failures in communication that results from
semantics.

FIGURE 6-2
Interpretations of the word fix

An Englishman visits America and is completely awed by the many ways we use the word fix. For
example:

1. His host asks him how he’d like his drink fixed. He meant mixed.
His hostess calls to the guests to finish their drinks because dinner is all fixed. She means
prepared.

3. As he prepares to leave, he discovers that he has a flat tire and calls a repairman who says he’ll
fix it immediately. He means repair.

4. On the way home, he is given a ticket for speeding. When he calls for his host, the host says,
“Don’t worry, I'll fix it.” He means nullify.

5. At the office the next day, he comments on the cost of living in America and one of his cohorts
says, “It’s hard to make ends meet on a fixed income.” He means steady or unchanging.

6. Later, he remarks that he doesn’t know what to do with his college diploma. A colleague says,
“I'll fix it on the wall for you.” He means attach.

7. He has an argument with a co-worker. The latter says, “I'll fix you.” He means seek revenge.

8. Another of his cohorts remarks that she is in a hell of a fix. She means condition or situation.

51




9. He meets a friend at this boarding house who offers to fix him up with a girl. You know what
that means.

Indicate whether each of the following statements is true or false.

1. It has been estimated that communication occupies between 50 to 90 percent of a supervisor’s
time

2. The intent of communication is to achieve understandability of the information being conveyed
by the person receiving the message.

3. Effective listening is a natural skill for most people; however, it always needs nurturing.

4. Failures in communication that result from perception and semantics can be significantly
reduced through the use of feedback.

Answers
1. True. It naturally follows that proficiency in communication is a must for every supervisor.
2. True. There is no genuine communication unless the message is understood.
3. False. Effective listening always requires nurturing, but it is not a natural skill for most people.
4. True. A supervisor should encourage feedback and use it whenever possible to improve the

communication quality.

The grapevine

The grapevine is the communication system that results from the informal organization. Superimposed
upon the formal organization, the informal organization nurtures and carries much important
information. As a quick and highly effective distributor of “news,” it is not always accurate, but it enjoys
a high degree of acceptance. Employees want information about their jobs, their fellow employees,
future company plans, their chances for advancement, and hundreds of other items. The grapevine
thrives on these inherent desires.

The smart supervisor uses the grapevine as a supplement to formal communication. Supervisors should
be extremely careful not to attack everything in the grapevine because their credibility can be damaged.
This is especially true if the information or even a portion of it is accurate. If a supervisor hears
information in the grapevine and knows that it is true, a meeting should be called to acknowledge the
truthfulness of the information. If the information is false, the supervisor should call a meeting to
correct the information. The key is to use the grapevine rather than to fight it.

Handling meetings

From time to time, the typical supervisor holds meetings with group members to solve common
problems or to give, get, or exchange information. There are certain practices that can make the most of
any such meeting. Most meetings should have a specific agenda that should be closely followed. If the
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agenda is given in advance to each of the people who are going to participate in the meeting, these
people can then be prepared to discuss their views on the agenda items. A specific time period should
also be allocated for the meeting. All of these suggestions keep the meeting from dragging out and
accomplishing very little. Each person at the meeting should be encouraged to participate. Attendees
should be encouraged to ask questions, raise objections, and relate what they like and do not like about
the subject at hand. At the same time, the supervisor should not allow certain members to dominate the
meeting. Lengthy discussions by one member should be politely curtailed. The supervisor should lead
the meeting and also actively participate in the discussion but should be careful not to dominate the
meeting. The meeting should begin and end at its scheduled time. Written summaries on the results of
the meeting should be given to each participant as quickly as possible. Figure 6-3 summarizes these
guides for conducting effective meetings.

FIGURE 6-3
Guides for conducting effective meetings

A specific agenda should be prepared in advance and given to each participant in the meeting
A specific time period should be established for the meeting.

The meeting should begin and end on time.

Each member should be encouraged to participate.

Certain members should not be allowed to dominate the meeting.

The supervisor should actively participate in, but not dominate, the meeting.

Lengthy discussions by one member should be politely curtailed.
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Written summaries of the results of the meeting should be given to each participant as quickly
as possible.

Giving instructions

Another common situation that all supervisors face and that requires effective communication skills is
giving instructions. How often have you given what you considered to be perfectly clear instructions only
to have them incorrectly interpreted? This is especially a problem for supervisors since they spend a
significant portion of their time giving instructions. Naturally the manner in which instructions are
communicated is critical. In order to be effective, a supervisor must learn how to give instructions to
people. The following suggestions should be helpful.

1. The supervisor should employ a pleasant attitude when giving instructions. Instructions given in
a friendly manner are most likely to be met with friendly cooperation.

2. The acronym, “KISS,” is applicable when giving instructions. “KEEP IT SIMPLE, STUPID.”
Instructions should not be overly long and complex. In order to provide clear, concise
instructions, the supervisor should plan and organize thoughts before giving the instructions.
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3. The supervisor should explain not only what to do but also explain why the instructions are
being given.

4. The supervisor should ask people to explain what they are going to do as a result of receiving
the instructions and should not ask if they understand what was said.

5. The supervisor should follow up by checking to see if the instructions are being followed. A word
of caution should be given here: Too much checking can demotivate people. There is a delicate
balance between too much and too little checking.

Improving your communication skills

Failure by the supervisor to develop good communication skills-verbal, written, and nonverbal-can also
cause many communication breakdowns. Many supervisors use statements such as “lI am not a public
speaker” or “l never could write very well” as excuses to explain their weaknesses in these areas. The
desire to be a supervisor should carry with it the desire to improve one’s weaknesses in these areas.
Some concise guides are presented below that relate to improving a supervisor’s verbal, written, and
nonverbal skills.

Verbal skills. Most people have little trouble in carrying on a conversation when it is a one-on-one
situation. A supervisor does a great deal of one-on-one communicating when giving job instructions,
disciplining employees, answering questions, and communicating with the boss. The following are some
helpful hints for improving one-on-one verbal skills:

Determine in advance the purpose of the conversation.
Organize your thoughts before you begin talking. Some supervisors tend to talk on and on with
little organization to their thoughts.

3. Listen to what the other party has to say.

4. Ask for feedback from friends about their perception of your one-on-one verbal skills. A word of
caution must be given here: Don’t be hurt if they point out weaknesses. Learn from the
feedback.

5. If possible, tape record yourself during a one-on-one session. Listen to your voices; eliminate
such phrases as “you know” and other personalized expressions that detract from your
communication effectiveness.

Writing skills. The supervisor’s writing skills are most frequently used when communicating within the
formal organization. Memos, written disciplinary actions, and reports require effective writing skills.
Some hints for improving your writing skills are listed below:

1. Outline your thoughts before putting them into writing. An outline gives you the opportunity to
look at the organization of your presentation. Does the presentation flow smoothly? Are there
logical transitions between major points?

2. Get feedback on your writing. Again, don’t take any negative feedback personally. Learn from
the feedback.

3. Practice writing whenever you can.
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4. Read periodicals that relate to supervision. After reading an article, analyze whether it was

logically organized and think about what you would have done differently.

Indicate whether each of the following statements is true or false.

1. The smart supervisor uses the grapevines as a supplement to formal communication.
Participation from the audience should be held to a minimum at most meetings so that the
meeting will not drag out unnecessarily.

3. So long as the supervisor understands the reason behind an instruction, it is sufficient that the
subordinate be told what to do.

4. ltis always a good practice to ask subordinates if they understand an instruction.

Answers

1. True. Even though it is not always completely accurate, the grapevine is a quick and highly
effective distributor of information. The smart supervisor learns to use the grapevine rather
than to fight it.

2. False. The idea of most meetings is to disseminate information; this can best be accomplished
by the audience asking questions and making comments.

3. False. Explanations are essential to avoid creating hostility, and they lead to better attention
being paid to the instructions.

4. False. Asking another person if he or she understands something automatically puts them on the

defensive. It is much better to ask the person to explain what he or she is going to do as a result
of this instruction.
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Chapter 6 Review Questions

1. Effective tips for listening include all of the following accept:

Stop talking
Express your point of view
Put the talker at ease

oo w»

Remove distractions

2. To improve writing skills you should:

Listen to what others have to say
Ask for verbal feed back
Outline on paper your thoughts before preparing the final draft

o0 ® >

Tape record your ideas
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Chapter 7:

Motivating Employees

Learning Objective

After completing this section, you should be able to:

e Recognize different motivation theories and strategies.

“Nobody wants to work the way they did in the good old days.” “Half the problems we have around
here are due to a lack of personal motivation.” “Workers just don’t seem to care.” Statements such as
these are often expressed by today’s supervisors. However, motivating employees is not a new problem.
Much of the pioneering work in the field of management, which took place early in this century, was
concerned with motivation. One can go further back to Biblical times and find other examples dealing
with motivational problems.

What is Motivation?

Numerous definitions can be found for the word motivation. Often included in these definitions are such
words as aim, desire, end, impulse, intention, objective, and purpose. The word motivation actually
comes from the Latin word movere (to move). In today’s organizations, motivation means getting a
person to exert a high degree of effort. In other words, a motivated employee is one who tries hard. The
key to motivation, then, is getting employees to want to do a job. In this light, motivation is not
something that the supervisor does to an employee. Rather, motivation is something that must come
from within the employee. The supervisor can, however, create an environment that encourages
motivation on the part of employees. This is the context in which a supervisor “motivates” employees.
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Why people behave as they do

Every supervisor knows that some people are easier to motivate than others. Why is this true? Are some
people simply born more motivated than others? No person is exactly like any other person. Each
individual has a unique personality and makeup. Thus, because people are different, it only stands to
reason that different factors are required to motivate different people. Yet, many supervisors expect all
employees to react in a similar manner. Each person is the result of a special mix consisting of physical
conditions, ancestry, home life, education, experiences, work, and beliefs. Whatever a person says,
does, or thinks is due to a reason that is meaningful to that person. Certain words and actions may be
meaningless to others, but this occurs because others do not view the actions through the eyes of the
doer. At some time or other, most supervisors are puzzled by the lack of enthusiasm or initiative of
some employees. If supervisors could determine why this behavior exists, they would have a greater
understanding of such employees and might be able to modify unproductive behavior.

When attempting to understand human behavior, the supervisor should always remember that people
do things for a reason. The reason may be imaginary, inaccurate, distorted, or unjustifiable, but it is real
to the person. The reason, whatever it may be, must be identified before the supervisor can understand
the person’s behavior. All too often a supervisor disregards an employee’s reason for a certain behavior
as being unrealistic or based on inaccurate information. This is the supervisor who responds by saying, “I
don’t care what he thinks; that is not the way it is!” This supervisor will probably never understand why
employees behave as they do.

The supervisor who knows what an employee is striving for, and why, can better understand that
person. When a sought-for goal is being achieved, feelings of pride, satisfaction, and confidence are
evident in the person’s behavior. In contrast, if the goal is not being achieved, the accompanying
feelings may be those of futility, negativism, and a sense of alienation from society. Reactions to
successful or unsuccessful goal attainment, however, will differ among people. Some react to success by
feeling compelled to reach for higher and more difficult goals; others will be satisfied with what they
have achieved. People also react to failure differently. Some do not accept failure when certain goals are
not readily reached; others will withdraw or just give up.

Another consideration in understanding human behavior is the concept of the self-fulfilling prophecy.
Also known as the “Pygmalion effect,” this concept refers to the tendency of an employee to live up to
the supervisor’s expectations. Closely related to the Pygmalion effect is the tendency of the supervisor
to see an employee’s behavior as the supervisor wants to see it. In other words, if a supervisor expects
an employee to succeed, the employee usually will succeed. Of course the opposite is also true. If a
supervisor expects an employee to fail, the employee usually will fail. Thus, supervisors’ attitudes
toward their employees can have a significant impact on the employees’ performance.

Theory X and theory Y

Douglas McGregor has described two divergent attitudes that leaders (supervisors in our case) may
have. These attitudes are called Theory X and Theory Y. Theory X maintains that the average employee
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dislikes work and will do whatever possible to avoid it. Theory Y states that people like work and that it
comes as naturally as rest and play. (Figure 7-1 outlines in greater detail Theory X and Theory Y.)
McGregor maintained that many leaders basically subscribe to either Theory X or Theory Y and that they
behave accordingly. Thus, a leader subscribing to Theory X would more than likely use a much more
autocratic style of supervision than a leader who believes in Theory Y assumptions. The real contribution
coming from McGregor’s work was the suggestion that a leader’s attitude toward human nature has a
large influence on how the person behaves as a leader.

FIGURE 7-1
Assumption about people

Theory X

The average person has an inherent dislike of work and will avoid it whenever possible.
Because of this human characteristic of dislike of work, most people must be coerced,
controlled, directed, threatened with punishment to get them to put forth adequate effort
toward the achievement of organizational objectives.

3. The average person prefers to be directed, wishes to avoid responsibility, has relatively little
ambition, and wants security above all.

Theory Y

The expenditure of physical and mental effort in work is as natural as play or rest.
External control and the threat of punishment are not the only means for bringing about effort
toward organizational objectives. People will exercise self-direction and self-control in the
service of objectives to which they are committed.

3. Commitment to objectives is a function of the rewards associated with their achievement.

4. The average person learns, under proper conditions, not only to accept but to seek
responsibility.

5. The capacity to exercise a relatively high degree of imagination, ingenuity, and creativity in the
solution of organizational problems is widely, not narrowly, distributed in the population.

6. Under the conditions of modern industrial life, the intellectual potentialities of the average
person are only partially utilized.

Theory Z

Ouchi advanced Theory Z. His theory is based on the Japanese practice of providing long-term
employment to workers. This creates job loyalty with a goal of achieving a long-range orientation among
workers. Decisions are made on a team basis, and trust is an important aspect of the theory, including
the issue of trusting employees to complete their work satisfactorily and unsupervised.
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Human needs

All humans have needs-physical, psychological, and social. The desire to satisfy them conditions their
behavior. What needs particular individuals have and how they strive to satisfy them will vary because
of individual differences.

Psychologist A. H. Maslow has identified five basic needs: (1) physical, (2) safety, (3) social, (4) esteem,
and (5) self-actualization. These are diagrammed and identified in Figure 7-2.

FIGURE 7-2
The hierarchy of human needs

5. Self-actualization

Satisfy full potential
4. Esteem of self:
Satisfy need to Challenge 5
be important: Intellectual cunosn_y
— Recognition Acceptance of reality
. Prestige
Satisfy need to Competence
belong: Success
2. Safety Acceptance
- Feelings of belonging
Satisfy need for Love and affection
security:
1. Physical Protection
Security
Satisfy hunger, thirst, Comfort and peace
and shelter needs: No threats or
Food and thirst danger
Sleep.
Health
Body needs
Exercise and rest

Maslow believed that only one level of needs serves as the primary motivation of a person at any given
time. Furthermore, he believed that humans start with the lower order needs of the hierarchy and move
up the hierarchy one level at a time as the needs become satisfied. Thus, the physical needs tend to
dominate all other needs until they are substantially satisfied. Once the physical needs have been
satisfied, the safety needs become dominant in the need structure. This process continues with different
needs emerging as each respective level of needs is satisfied. Most employees are able to satisfy
physical and safety needs; fewer satisfy affection needs, and fewer still, esteem needs. Only a select few
are so fortunate as to satisfy self-actualization needs.

Although the needs of the majority of the people are arranged in the sequence shown in Figure 7-2,
differences in the sequence can occur depending on an individual’s learning experiences, culture, and
social upbringing.

As far as motivation is concerned, the thrust of this theory is that a satisfied need is not a motivator. It is
important for the supervisor to identify the unsatisfied needs of employees and to make it possible for
them to satisfy these needs through their jobs. Only then will employees be enthusiastic about their
work and motivated to perform it.
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Indicate whether each of the following statements is true or false.

1. Motivation is not something that a supervisor does to an employee, but rather motivation must
come from within the employee.

2. The same things motivate most people.

3. Theory X is based on the assumption that most employees want close supervision, tight
controls, and a system of punishments.

4. According to A. H. Maslow there are five basic needs, ranging from physical needs at the lowest
level to self-actualization needs at the highest level.

Answers

1. True. However, the supervisor can often create an environment that encourages motivation on
the part of employees.

2. False. Because different people have different needs, different things are required to motivate
them. It is difficult to identify what things motivate different people.

3. True. Theory Y is based on just the opposite assumptions. Theory Y states that most employees
like work, will assume responsibility, and will commit themselves to objectives.

4. True. These needs are often represented in a hierarchy, with the physical needs being satisfied
first and the higher ones in ascending sequence.

The importance of job design

Frederick Herzberg has developed a theory of motivation that deals primarily with motivation through
job design. Herzberg’s theory is based on the belief that the factors that demotivate or turn off
employees are different from these factors that motivate or turn on employees. Herzberg maintains
that the factors which tend to demotivate employees are usually associated with the work environment.
These factors include such things as job status, interpersonal relations with supervisors and peers, the
style of supervision the person receives, company policy and administration, job security, working
conditions, pay, and aspects of personal life that are affected by the work situation. Herzberg refers to
these factors as hygiene or maintenance factors. These terms were chosen because these factors are
perceived as being preventive in nature. In other words, they will not produce motivation but can
prevent motivation from occurring. Thus, proper attention to hygiene factors is a necessary but not
sufficient condition for motivation. For example, Herzberg contends that pay will not motivate a person
(at least for more than a short period of time) but it can certainly demotivate a person.

According to Herzberg, those factors that motivate people are factors related to the work itself as
opposed to the work environment. These factors are called motivators and include achievement,
recognition, responsibility, advancement, and the challenges of the job. Herzberg maintains that true
motivation occurs only when both the motivators and hygiene factors are present. At best, proper
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attention to the hygiene factors will keep an individual from being dissatisfied but will not make the
individual motivated. Figure 7-3 lists some examples of hygiene and motivator factors.

As a solution to motivation problems, Herzberg developed an approach called job enrichment. Unlike
job enlargement or job rotation, job enrichment involves upgrading the job by adding motivator factors.
Job enrichment increases the scope of boring, repetitive tasks by using more of the employee’s skills and
allowing the employee more power to make decisions concerning the job, such as order of tasks, etc.
Thus, it encourages worker participation in decisions previously made by management. (Job
enlargement merely involves giving a worker more of a similar type of operation to perform. Job
rotation is the practice of periodically rotating job assignments.) Designing jobs that provide for
meaningful work, achievement, and growth is the key to job enrichment.

FIGURE 7-3
Hygiene-motivator factors

Hygiene factors Motivator factors
Relate to the environment Relate to the job itself
Policies and administration Achievement
Supervision Recognition

Working conditions Challenging work
Interpersonal relations Increased responsibility
Personal life Advancement

Money, status, security Personal growth

What can the supervisor do?

There are several things that a supervisor can do to affect employee motivation. Some of the most
useful of these are:

e Make the work interesting.

e Relate rewards to performance.

e Provide valued rewards.

e Treat employees as individuals.

e Provide accurate and timely feedback.

Make the work interesting. Supervisors should carefully examine each job under their control. They
should constantly ask, “Can this job be enriched in order to make the job more challenging?” There is a
limit to the extent that people can be expected to perform satisfactorily on very routine tasks. Doing the
same simple task over and over again every minute of the workday can quickly lead to employee apathy
and boredom.
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There is a tendency on the part of many supervisors to say, “This job just can’t be enriched.” However,
more often than not, jobs can be enriched without causing a total reorganization within the department.
Use secretaries as an example. How often are secretaries treated as if they are incapable of doing
anything other than typing and maybe a little filing? The result is that usually they become bored and
demotivated. However, with a little planning and thought, this same job can be easily enriched.
Secretaries can be assigned responsibilities such as responding to certain correspondence, opening and
sorting the mail, making appointments, and so forth. The key is to make the job challenging and
interesting.

Relate rewards to performance. There are many reasons why supervisors are reluctant to relate
rewards directly to performance. First and foremost, it is much easier to give everyone an equal pay
raise. Usually this approach involves less hassle and requires very little justification. A second reason
may be because of the union contract. Union contracts generally require that everyone doing the same
job be paid the same wage. In other instances, organizational policy dictates that pay raises conform to
certain guidelines unrelated to performance. Even in these instances, however, there usually are
rewards other than pay that can be related to performance. These might include the assignment of
preferred tasks or some type of formal recognition. The costs of failing to relate rewards to performance
are great. Not only are the low performers not motivated to do more, but the high performers are
motivated to do less. Every supervisor should strive to relate rewards directly to performance.

Provide valued rewards. Most supervisors never stop to give any thought to what types of rewards are
most valued by employees. Usually supervisors, like all managers, tend to think of pay as the only
reward at their disposal. Most, supervisors truly believe, that they have nothing to say about what
rewards are offered. The common belief is that these decisions are made by upper management.
However, there are many other types of rewards that might be highly valued by employees. Being
assigned to work on a certain project or being assigned a new piece of equipment represents rewards
that might be highly valued by employees. The important thing is for supervisors to know what rewards
are at their disposal and to know what the employees value.

Treat employees as individuals. As discussed earlier, different people have different needs. Different
people want different things from their jobs. To treat everyone the same ignores these differences. In
today’s highly impersonal world, there is an increasing tendency to treat employees as if they are
computer numbers. Most people like to receive special attention and to be treated as individuals. Such
attention raises people’s self-esteem and makes them feel a part of the organization. Treating
employees as individuals usually results in more frequent and candid interaction between the
supervisors and the employees. In such a climate, employees naturally feel more like talking over their
ideas with the supervisors.

Encourage participation and corporation. All people like to feel a part of their surroundings. Similarly,
people like to feel that they contribute to their surroundings. It is also natural for them to be committed
to decisions in which they have participated. The motivational benefits of true employee participation
are undoubtedly high. Yet, in spite of all the potential benefits, many supervisors do little to encourage
participation. Take for instance the familiar suggestion box. As soon as employees discover that their
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suggestions are not taken seriously, the suggestion box becomes a collection point for obscene jokes.
Employees who make several worthwhile suggestions to no avail soon quit making suggestions. The
point is that active participation requires commitment on the part of supervisors. This does not just
naturally happen. Employees must genuinely feel that their participation is valued.

Closely related to participation is the need to sufficiently explain the reasons for certain actions.
Employees naturally are more motivated to do something when they understand why the action is being
taken.

Provide accurate and timely feedback. People do not like to be in the dark concerning their
performance. In fact, a negative performance review may be better than no review. In this situation, the
person will at least know what must be done to improve. A lack of feedback usually produces frustration
in employees. This frustration often has a negative impact on employee performance. Proving accurate
and timely feedback involves more than just regularly scheduled performance appraisals (which are
discussed in depth in the next chapter). This also involves providing informal feedback on a regular basis.

It is easy for supervisors to fall into the trap of taking too much for granted. No one likes to be taken for
granted. A simple verbal or written statement of appreciation can go a long way. A potential danger,
however, is to become overly complimentary to the point that it loses impact.

Criticisms, if not properly used, can negatively affect motivation. Normally criticisms should not be
voiced in front of others, but rather should be communicated in private. Unfortunately, there is often a
strong natural tendency to lash out verbally at a subordinate when a mistake is made. The employee can
be turned off very quickly by such actions. It is important to realize that the feedback provided should
include both the positive and negative happenings. All too often supervisors focus only on the negative.
The goal is for the employee to know at all times exactly where he or she stands.

Indicate whether each of the following statements is true or false.

1. Herzberg maintains that the most important factors that affect motivation relate directly to the
work environment.

2. Job enrichment and job enlargement are two different names for basically the same thing.

3. Most supervisors have many rewards other than pay at their disposal.

4. The motivational benefits of true employee participation can be high.

Answers

1. False. According to Herzberg, those factors that tend to motivate people are factors related to
the work content as opposed to the work environment.

2. False. Job enrichment involves upgrading a job by adding Herzberg’s motivator factors; job
enlargement involves giving a worker more of a similar type of operation to perform.

3. True. Unfortunately supervisors often think of pay as the only reward. Assignment of preferred
tasks, formal recognition, and receiving a new piece of equipment are examples of additional
rewards.
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4. True. It is only natural for employees to be committed to decisions in which they have
participated-it makes them feel as if the decision were at least partially their own.
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Chapter 7 Review Questions

1. In the hierarchy of human needs the need to belong or feel accepted and loved is:

A. Social

B. Safety

C. Esteem

D. Self-actualization

2. Things that a supervisor can do to affect employee motivation will NOT include:

Make work interesting
Relate rewards to performance
Treat employees as a group

o0 ® >

Provide accurate and timely feedback

3. ATheory X manager most likely believes that employees

Require little supervision.
Are creative and imaginative.
Need direction and security.

o0 ® >

Solve problems outside their immediate control.

4. Frederick Herzberg postulated a two-factor theory of human behavior that included satisfiers and
dissatisfiers. Which of the following is a dissatisfier?

Promotion to another position.
Salary.
Challenging work.

o n® >

Responsibility

5. Which of the following motivation theories is based on Japanese management practices?

A. Theory X.
B. TheoryY.
C. TheoryZ.
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D. Herzberg’'s Two-Factor Theory.

6. Which of the following motivational theories are most alike in that they assume employees want to
work and can do so unsupervised?

A. Theory X and Theory Y.
B. Theory Y and Theory Z.
C. Theory X and Theory Z.
D. Theory Y and Herzberg’'s Two-Factor Theory.

7. Connections Inc., the largest provider of mental health services in its area, was encountering
personnel problems. Their facilities housed many clients, but funding never seemed adequate to hire
quality, live-in staff. A new administrator is determined to facilitate long-term employment of the best
possible care-giving staff. Besides paying better wages, she feels it is important that the staff be strongly
motivated by the work itself. According to Maslow’s hierarchy of needs, the best employees would have

a need for
A. Self-actualization.
B. Esteem.
C. Belonging.
D. Safety and security.

8. Job enrichment is a motivational approach used by management that

Emphasizes the need for close supervision.
Is based on Maslow’s analysis of survival needs.
Is based on Herzberg’s analysis of factors extrinsic to the work.

o0 ® >

Applies the principle of worker participation.

67




Chapter 8:

Employee Development

Learning Objective

After completing this section, you should be able to:

e Identify examples of training experiences.

One of the prime objectives of supervision is to encourage employees to develop their full potential.
People come to an organization wanting to contribute, but most of them need help to do so. Employees
are going to develop to some degree and in some way whether a formal development program exists or
not. Proper attention should be given to employee development to ensure that this development is
done in the best possible manner and on an orderly basis.

The Supervisor and Development Efforts

Many organizations have a director of development or training, although the activities directed by this
management member vary from organization to organization. Usually they include the determination of
training needs; the supply of training facilities-books, rooms, and exams; the provision of expertise in
training methods; and the handling of classes and group meetings. In some cases, however,
developmental efforts are managed by outsiders. Either the employees are sent to a nearby school or
university, or an instructor is hired to handle certain courses on company premises (in-plant programs).

Supervisors usually provide much of the in-house training. When group members need help in
performing their work, it is the supervisor to whom they turn. Likewise, it is the supervisor who
conditions the work environment, motivates the employees to learn how to do the work, and helps the
employee gain personal satisfaction from being able to perform the work successfully. Thus, the
supervisor occupies a key position in making the developmental efforts effective. It should be noted that
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development work is an everyday, continuing effort. Unless it is planned and conducted on a regular
basis, it exists in name only.

The need for employee development

Usually it is not difficult to demonstrate the need for employee training. The evidence is everywhere:
lack of job enthusiasm, low productivity, numerous employee complaints, high-waste rates. While there
are diverse reasons for such conditions, usually they can be improved with proper training. If necessary,
a training program can be keyed directly to minimize a specific undesirable situation.

The primary need is to make employees able to contribute more effectively to the accomplishment of
stated goals. These goals may be varied, but related, such as to accomplish tasks properly within a
specified time, to be good members of a team effort, or to obtain genuine satisfaction from performing
the work. There is also a need for retraining employees to meet the requirements of a new product or a
process, to correct current activities that are being improperly performed, and to improve job
performance. Training is especially important to ensure that faulty practices are minimized and do not
become the accepted method for performing the work.

Orienting the new employee

Orientation is concerned with introducing the new employee to the organization and to the job. During
the hiring process, most people learn the general aspects of the job and the organization. This usually
includes such things as the job duties, working conditions, and pay. After the employee is hired, the
orientation program begins. In large organizations, the supervisor and the personnel department usually
share the orientation responsibilities. If the organization has no personnel department, or only a small
one, the supervisor is generally responsible for conducting the orientation. Figure 8-1 summarizes
information that should be covered in an orientation program.

FIGURE 8-1
Information to be covered in orientation by the supervisor if there is no personnel department

For the organization, include:

Organizational directory with key names.

The objectives and philosophy of the organization.

An explanation of the organization’s operation, the levels of authority, and how they relate.
A brief history of the organization.

vk wN R

What is expected of the new employee: attitude, reliability, initiative, emotional maturity, and
personal appearance?

Job functions and responsibilities.

Rules, regulations, policies, and procedures.

Why the organization needs the new employee.

L X N

City, state, and federal laws, if applicable.
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10.
11.

Functions of management.
Telephone techniques.

For the new employee, include:

O NV A WN R

10.

11.
12.
13.
14.

A welcome.

Introduction to the department and fellow workers.

General office practice and business etiquette.

Skill training.

Job responsibilities.

Performance evaluation criteria.

Promotional opportunities.

Conditions of employment: punctuality, attendance, conduct, hours of work, overtime,
termination.

Pay procedures.

Benefits: salary, job security, insurance, recreational facilities, employee activities, rest periods,
holidays, vacation, sick leaves, leave of absence, tuition refund, pension.

Safety and fire prevention.

Personnel policies.

Techniques for learning.

Encouragement.

Too many supervisors give little, if any, attention to the orientation process. A poor orientation program
can quickly sour a new employee’s attitude about the job and the organization. Most people come to a
new job with a positive attitude. However, if a new employee is made to feel unimportant by the lack of
an orientation program, this attitude can be quickly changed. If a formal orientation program is not
possible, new employees will receive informal orientation either from their fellow workers or from the

supervisor. Good, well-planned orientation programs reduce job-learning time, improve attendance,

and lead to higher output. Thus, effective supervisors plan and conduct good orientation programs.

Indicate whether each of the following statements is true or false.

1.

2.

In most organizations, training and development are primarily the responsibility of the
personnel department.

A major purpose of training is to minimize faulty practices in performing the jobs in which
employees are currently engaged.

Most orientation programs are overdone by supervisors.
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4. If the organization doesn’t provide a formal orientation program, the chances are that new
employees will receive no orientation at all.

Answers

1. False. Training and development are some of a supervisor’s primary responsibilities. It is true
that the supervisor and the personnel department may work together in coordinating certain
experiences.

2. True. Training is especially important in preventing faulty practices from becoming an accepted
way of doing the work.

3. False. Unfortunately, many supervisors give very little attention to the orientation process.

4. False. If no formal orientation is offered, new employees will receive informal orientation from
the employees or the supervisor. The problem is that this informal orientation may be good or
bad.

Training experiences

Training involves the acquisition of skills, concepts, rules, or attitudes in order to increase the
performance of employees. Training efforts require adequate planning. The most successful programs
are shaped from the beginning by the specific training objectives to be achieved.

A fundamental aspect of all training is creating within the trainee an intense desire to learn. In the final
analysis, all learning is self-learning. The training program provides the opportunity to learn, but if the
trainee does not want to learn or is not willing to make the required effort, the learning will not be
effective.

Participants in a training program should be selected primarily on the basis of the requirements of the
job and the needs and capabilities of the employee. Education, experience, personality, psychological
needs, and potential for promotion can affect the suitability of individual trainees.

Training sessions may be held in a number of different locations, but for convenience they can be
classified as either on-the-job or off-the-job programs. On-the-job training features individualized face-
to-face instruction that takes place at the regular work place whenever the supervisor believes it is
needed. The supervisor gives much or all of the on-the-job training. However an on-the-job instructor
may be assigned to work with the employee. Off-the-job training is usually used when it is less costly
and quickly to communicate the training material to several members of a group. The number of
trainees to be handled, the type of material, and past practices are considerations in deciding which
type of program to use.
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How to successfully train operative employees

A good procedure to follow when training employees is shown in Figure 8-2. No one can force a trainee
to learn; the trainee must want to do so. Instructors or supervisors can obtain information about the
employee’s ambitions, likes, and dislikes; point out the advantages of learning to perform a particular
job or correct a performance weakness; and give examples of successful training. All this can be used to

develop the employee’s interest in wanting to learn.
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FIGURE 8-2
Five steps in training for skill acquisition

1. Get the trainee ready to learn.

TODAY I'M GOING TO SHow
YOU HOw TO ASSEMBLE
/—\ OUR BASIC ELECTRONIC
o bl UNIT.

2. Break down the work into components
and identify the key points.

THIS JOB INVOLVES ATTACHING

:u( ﬁﬁ’\_( BASE. USE THIS MANUAL AS A
) J. GUIDE , SOLDER CAREFULLY, AND
/9" TEST AFTER EACH ASSEMBLY
STEP.

3. Demonstrate the approved way the work
is to be performed

’“«'f /NOTICE HOW EASILY 4. Let the trainee perform the work.
rB ) THE FRAME SLIDES
HERE, NOW TRY IT

INTO PLACE.
YOURSELF.

/I'LL LET YOU FINISH
UP ALONE AND
CHECK BACK WITH
YOU LATER TO SEE
HOW YOU'RE DOING.

TRANS:STORS TO THE CIRCUIT BOARD,
WIRING THE CONTROL PANEL, AND
/\ /_\SECUPWG THE HOUSING TO THE
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The training method of breaking down difficult work into a series of relatively simple operations,
showing how to perform each operation, and then tying the operations together is a rational approach
that shows quickly and exactly what is needed to do the work. Special attention should be given to the
key points-those portions of the job that require a special knack or skill. It is at the key points that the
learner is most likely to have difficulty.

Regardless of the type of training that is used, there are several common pitfalls a supervisor or
instructor should avoid in order to make employees’ training experiences more meaningful. Failure to
let employees know how well they are doing is a common pitfall. Too many supervisors tell people “I'll
let you know if you aren’t doing the job right.” However, people also want to know when they are doing
the job right. Feedback regarding progress is critical to effective learning. Setting standards of
performance for trainees and measuring their performance against the standards encourages learning.

Lack of positive reinforcement is a common error in training. When employees are praised for doing a
job correctly, then they are likely to be motivated to do it correctly again. Too many supervisors only
point out mistakes. Praise and recognition of trainees can be a very effective means of teaching.

“Practice makes perfect” is very applicable to the learning process. Too many supervisors try to explain
the job quickly and then expect employees to do it perfectly the first time. Having trainees perform a
particular job maintains their concentration and facilitates learning. Repeating a job or task several
times also helps. Learning is always helped by practice and repetition.

Frequently, supervisors have preconceived and inaccurate ideas about what certain people or groups of
people can or can’t do. A supervisor should realize that different people learn at different rates. Some
learn rapidly and some learn more slowly. The pace of the training should be adjusted to the trainee. A
supervisor shouldn’t expect everyone to pick the job up right away. Also, if a person is not a fast learner,
this does not mean that the person will always be a poor performer. The supervisor should take the
attitude that all people can learn and want to learn. Figure 8-3 summarizes several conditions for
effective learning. A supervisor should attempt to develop these conditions for all trainees.

FIGURE 8-3
Conditions for effective learning

1. Acceptance that all people can learn.

2. The individual must be motivated to learn.

3. Learningis an active process, not passive.

4. Normally, the learner must have guidance.

5. Appropriate materials for sequential learning must be provided: hands-on experiences, cases,
problems, discussions, reading.

6. Time must be provided to practice the learning; to internalize; to give confidence.

7. Learning methods, if possible, should be varied to avoid boredom.

8. The learner must secure satisfaction from the learning.

9. The learner must get reinforcement of the correct behavior.

10. Standards of performance should be set for the learner.
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11. A recognition that there are different levels of learning and that these take different times and
methods.

Supervisory development programs

Of all the training programs an organization could have, a supervisory training program is generally
recognized as one of the most important. To be fully effective, it should be designed by the supervisors,
not for them. The best supervisory training programs consider typical everyday problems supervisors are
called upon to solve, and tentative answers to them are developed and discussed by participants in the
program. Remember, supervisors are people of action who are not accustomed to listening to someone
expound knowledge, much of which is theoretical and from which they cannot perceive immediate
benefits.

As with all developmental efforts, the objectives for supervisory training programs must be clearly
stated. The program should stress learning by means of activities designed to develop insight and give
applicable knowledge. It should also be flexible, since learning situations are dynamic and the
supervisor’s work does not remain constant. The question of which supervisors should attend the
training sessions bring up issues regarding the course content. For example, a supervisor who has
attended many training sessions probably will profit most from an advanced level course, whereas a
new supervisor probably should have a course that explains basics. It is wasteful to subject all
supervisors to the same general type of course again and again. True, some repetition is desirable, and
something new is picked up each time a member is exposed to such a program; but an arrangement
should be developed that will avoid unnecessary repetition and be effective for all participants.

Closely allied with the question of who should attend what sessions are the needs of the supervisors. An
evaluation of each supervisor’s major assets and limitations is recommended so that a reasonably good
idea of the possible gain from a course can be determined. Such an evaluation might take a form of a
well-planned personal interview with supervisors to determine their needs and discover their
preferences.

Indicate whether each of the following statements is true or false.

1. A training program provides an opportunity to learn, but if the trainee does not want to learn,
learning will not be very effective.

2. A good method to follow in training is to break down difficult work into a series of relatively
simple operations, showing how to perform each operation, and then tying these operations
together.

3. The old saying, “practice makes perfect” doesn’t really apply to most modern training.

4. To be effective, a supervisor training program should be designed for the supervisors by higher
management.
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Answers

True. A major part of any training experience is the creation within the trainee of the desire to
learn.

True. This is a rational approach that shows quickly and exactly what is required to do the work.
False. Practice may not make an employee perfect, but it will usually help improve the

employee’s performance.
4. False. The best supervisory programs are designed by supervisors.

Training and Development

Following selection, the major goal of HRM is to develop employees into an effective workforce.

Training and development is a planned effort by an organization for employees to learn job related

behaviors.

On the job training (OJT) is a type of training in which an experienced employee “adopts” a new
employee to teach the performance of job duties. This is the most common type of training at
all levels in an organization is

Cross-training places an employee in a new position for as short as a few hours or for as long as
a year, to develop new skills and give the organization flexibility.

Mentoring means a more experienced employee is paired with a newcomer or a less-
experienced worker to provide guidance, support, and learning opportunities.

Orientation training introduces newcomers are introduced to the organization’s culture,
standards and goals.

Classroom training includes lectures, films, and simulations.

Self-directed learning involves books, manuals, or computers to provide subject matter in highly
organized and logical sequences followed by questions

E-learning includes computer-assisted instruction, Internet (Web)-based training, Intranet, and
teletraining.

Corporate University

A corporate university is an in-house training and education facility that offers broad-based learning

opportunities for employees—and for customers, suppliers, and strategic partners as well—throughout

their careers.

76




Promotion from Within

Promotion from within helps companies retain valuable employees. This provides challenging
assignments, prescribes new responsibilities, and helps employees grown by expanding and developing

their abilities.
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Chapter 8 Review Questions

1. The new employee should NOT be expected to:

Receive a welcome and introduction to fellow employees
Start working without knowledge of his duties and responsibilities
Be given a run down on general business office practices

oo w»

Be informed of pay procedures and promotional opportunities

2. Conditions for effective learning will NOT include:

Self-motivation
A passive process
Guidance from a mentor

o0 ® >

Varied learning methods
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Chapter 9:

Building Team Effort

Learning Objective

After completing this section, you should be able to:

e Recognize the steps necessary to improve team productivity.

Getting work accomplished effectively and under conditions satisfactory to all concerned is the dual task
of supervision. This can best be accomplished when the employees have a high degree of loyalty,
interact well with each other, and have high-performance goals. Supervisors should consciously attempt
to build this type of feeling within their work groups. Developing this type of work group is referred to as
“building team effort” or “developing team spirit.”

The Influence of the Work Group

Whether a group of employees brought together by organizational activities will develop into an
effective team depends upon several factors. First, it must be recognized that the behavior of the group
is an entity in itself; it is not simply the sum of the behaviors of the individual members. This means that
the supervisor must sometimes deal differently with the group than with the individuals of the group.

Second, members of a group tend to forego some individual desires in order to conform to the wishes
and behavior of the group. Although group members may do this willingly, they recognize there is
pressure from the group to conform to its wishes. People who become group members no longer stand
alone and independently evaluate and decide issues. As group members, they are a part of something
larger that in some measure not only replaces but encompasses personal behavior. Now the function is
to cooperate with the group, to be an active part of it, to contribute to it, and to help realize the group’s
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goals. In these ways, group members make it possible for a team to take shape, to develop team spirit,
and to achieve goals not otherwise possible.

Third, a group has a personality that is stronger than that of any single individual member and reflects
the joint behavior and outlook of its members. The group has a conscience that overshadows the
conscience of individual members. This is acceptable to most people because they usually want to
belong to the team rather than be considered somewhat odd by fellow employees.

A group norm is an understanding among the members of a group concerning how they should behave.
For example, some work groups play jokes or tricks on all new employees. Another example is the
establishment of certain performance or production standards that all group members are expected to
exceed. Unfortunately, these standards of production may be below what management feels they
should be. Therefore, the supervisor should constantly be aware of the influence that the group can
have on the actions of the individual group members.

Group dynamics

The term group dynamics refers to interactions among a group of people who depend upon one another
and share fundamental ideas or activities. Several elements must be present in order for group
dynamics to be effective. Group members must have (1) a common goal, (2) mutual like and trust for
each other, and (3) knowledge of the exchanges involved in terms of such things as rewards, results, and
cost. Unanimity of purpose is essential. Each member cannot seek individual special interests, for to do
so places the group in jeopardy. The affection and trust members have for one another provide friendly
relationships that encourage the free exchange of giving and receiving. Communication also is enhanced
by good group dynamics.

How a team develops

When people begin to work together, cliques tend to form. Certain people are drawn together by
common interests. Likes and dislikes of certain employees for other employees emerge. Efforts are
made by certain employees to get to know other employees. Recognition of the status and authority of
some members becomes evident, and information alignment based upon them usually is made. Those
who communicate well and are able to accomplish the desired goals will gain stature and be granted
positions of leadership. However, the interaction among group members is continuous. The forces of
attraction and rejection constantly operate within the group, and the alignments of members may
change over time.

While the influence of personal qualities of one group member may attract some members, the same
characteristics may be considered ample justification for rejection by other members. Such actions are
not necessarily rational but depend upon the particular case and its individual circumstances. In any
group at a given time, there are typically certain members who seek each other out, work together, and
talk together. And there are also “isolates”-those who are not fully accepted as members. They are
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isolates for any of a number of reasons, but mainly because they prefer to be alone, they have a deep
dislike for status and authority, or they reject the group’s work behavior.

A team’s spirit and productivity are inherently affected by the work situation. The chances are usually
best for achieving a strong team effort when there is a single work activity. A common purpose and
mutual interests tend to promote togetherness and the sharing of ways to obtain various group goals.
The size of the group also makes a difference. Several small groups are usually preferred to one large
group because the smaller ones expedite personal contact and exchanges among members. Further,
needless red tape in accomplishing the goal is minimized.

In general, when group members support and assist one another on their own, the group has become a
team. Further indications that the group is a team are evidence of a common front against outsiders, a
free exchange of members’ ideas, and kidding among members. Team members highly value the
opportunity to associate with fellow members. Team members like to be around fellow team members,
to see what they are doing, to talk with them, and to share hopes and ambitions. When these conditions
are evident, it is fairly certain that an effective team has developed.

Indicate whether each of the following statements is true or false.

1. Despite pressure from the group, most members tend to continue to pursue their individual
desires.

2. The term group dynamics refers to the unrest that invariably accompanies the formation of a
group.

3. After a group has been functioning for a moderate length of time, the relationships of
acceptance or rejection generally have been formed and remain relatively constant.

4. Support and assistance from one member for another, the growth of a common front against
outsiders, and the free exchange of ideas are all indicators that an effective team has
developed.

Answers

1. False. The reverse is true; there is a strong tendency for a member to forego some individual
desires and to conform to the wishes of the group.

2. False. The term refers to interactions among a group whose members depend on each other
and share fundamental ideas or activities.

3. False. The interaction among the members is continuous, and attractions and rejections never
cease forming within the group.

4, True. Further indicators are the desire to be around fellow members, the desire to talk with
them, and the desire to share hopes and ambitions.
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What can a supervisor do to build a team?

What can the supervisor do to encourage the development of a team? Basically, supervisors take
measures that indirectly make team formation possible. Certainly they cannot order that a team be
formed, and they can do little in a direct way to force team development. The changes required to make
the group a team must come from the members themselves.

The role of the supervisor is to spark interest in achieving team status and to provide the environment
that will encourage such a change to take place. Figure 9-1 shows four ways the supervisor can
encourage team development. First, the supervisor must establish a working environment that is
considered to be fair and friendly. This cannot be done by the supervisor alone. All levels of
management must contribute. However, if this environment is not established in the supervisor’s work
unit, the efforts of higher levels of management will be wasted. The group members must believe that
all decisions reached are fair.

Second, participation by the employees in working out changes and keeping them informed about what
is taking place also helps build a team spirit. The supervisor should encourage members to believe that
they belong, inform them of the problems to be solved, and let them help in determining equitable
answers.

The third way that team development can be encouraged is by demonstrating that the supervisor can
see things from the group’s point of view. The effective supervisor also attempts to see and understand
issues from the employees’ point of view. However, the supervisor needs to be careful here. A
supervisor who is always siding with the employees and taking an attitude of “It’s us against them” can
create a negative environment. The point is not to side with employees against management but to
attempt to understand the issues from the employees’ point of view.

The fourth suggestion is for the supervisor to strive to gain acceptance as the group’s leader. The
supervisor does not want to be viewed as an outsider who orders everyone around. Certainly, a
supervisor has formal authority that has been delegated from higher levels of management. However,
formal authority does not guarantee effective supervision.
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FIGURE 9-1
Guidelines for developing team development

1. Establish a friendly and fair working environment.
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3. Demonstrate by your actions that you see issues
not only from the supervisory viewpoint but also
from the members’ viewpoint.
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into the team of employees.
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2. Encourage and listen

to ideas from group members.
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YOU BROUGHT IT TO

MY ATTENTION.
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Increasing the team’s productivity

The successful supervisor learns to adapt as changes occur in the behavior of group members and group
goals are modified. An all-out effort is made to identify and improve goals by working with the
members. Proper materials and good equipment are supplied. Complaints are listened to, and the
corrective action, when warranted, is taken without delay.

A team with a worker-centered supervisor usually attains higher productivity than one with a
production-centered supervisor. However, individual circumstances are tremendously important. Much
depends on the group’s makeup; its expectancies; the ambitions, pay, and status of its members; and
past experiences of members and the group. There are cases in which the production-centered
supervisor obtains excellent results. But the evidence favors the worker-centered supervisor who
believes it is the human element that ultimately controls productivity. Such a supervisor’s attention is
centered on the human aspects of work performance. The worker-centered supervisor creates a
favorable supervisor-employee relationship based on mutual belief that team members, as human
beings, will aspire to accomplish goals when appreciation is shown that their efforts are satisfactory and
essential.

The supervisor’'s commitment to improved productivity is essential. A supervisor should be personally
involved in figuring out ways to increase production. It must also be recognized that some causes of low-
team productivity are beyond the jurisdiction of the supervisor. The five steps discussed below can help
a supervisor improve team productivity.

1. Set an improvement goal and decide where to start. All available facts are used to determine the
present performance level, which is then compared with what the supervisor and group members
believe should be accomplished. Improvement is sought first in areas of high volume or where present
operations appear to be poor. Mutual agreement on where to start is obtained. There should also be
agreement on how the improvement will be determined, but the team should avoid getting bogged
down in measurement schemes.

2. Remove obstacles standing in the way of improvement. When a list of obstacles believed to be
retarding better production is created, a lengthy list is likely but it usually can be boiled down to the
more common causes: wrong materials, machine breakdowns, bad maintenance, low quality of work,
insufficient instructions, excess paperwork, poor physical working conditions, the operator’s lack of
freedom to make minor decisions. Full participation should be sought when seeking ways to remove or
minimize these obstacles.

3. Make certain the sought-for improvements are thoroughly known to all team members and that
members are committed to achieving them. An informed and dedicated team is needed to get the job
done; everyone must know what is going to be done, and how. Point out to group members that high-
production levels generate self-respect and personal satisfaction. The supervisor should be alert to
undercurrents of discontent, should find out what’s wrong, and should act immediately to correct
problems.
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4. Improve the effectiveness of the team’s efforts. This factor emphasizes the importance of people in

any undertaking. The abilities of each team member should be assessed, and if they are not adequate,

that member should be given extra training or instruction or possibly transferred to work that is in

keeping with the employee’s skills.

5. Keep group members fully informed of progress. The members of a productive team want to know

how they are doing. Information on how, when, and why production is proceeding has favorable effects

because it tells them where the team stands and gives them recognition for what they are doing. Such

information should be frequently given, along with reasons why actual production may be above or

below expectancy.

Indicate whether each of the following statements is true or false.

1. The formation of an effective team results from direct actions the supervisor can and must take.
Establishment of a friendly, fair working environment and encouraging and listening to ideas
from members are actions the supervisor should take to promote an effective team.

3. A team with a production-centered supervisor usually outperforms one with a worker-centered
supervisor.

4. The best way for a supervisor to increase team productivity is not to get directly involved, but
rather to let the team figure out how to make improvements.

Answers

1. False. There is little that the supervisor can do directly; the changes required in the formation of
a team must come from the members themselves. However, the supervisor can do many things
that will have an indirect effect on the formation of a team.

2. True. Two other actions are demonstration that the supervisor sees from the members’
viewpoints and gaining acceptance as the team’s leader.

3. False. The reverse is true; the evidence indicates that the human element ultimately controls
production and the worker-centered supervisor is most successful in most situations.

4. False. A supervisor should be personally involved in figuring out ways to improve productivity.

Of course, the team members should also be fully involved in this process.
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Chapter 9 Review Questions

1. For group dynamics to be effective, group members should:

Have individual goals
Seek individual special interests
Share fundamental ideas and have mutual trust

oo w»

Encourage individual merit

2. A team’s productivity can be increased by all EXCEPT:

Setting improvement goals
Removing any obstacles that prevent improvement
Communicating to all team members the need for improvement

o0 ® >

De-emphasizing the importance of people in any undertaking
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Chapter 10:

Counseling and Appraising

Learning Objective

After completing this section, you should be able to:

e Identify ways to help counsel employees and recognize the value and attributes of
performance appraisals.

Sooner or later almost every employee encounters a personal problem. Frequently the supervisor is
asked for advice or to help solve the problem. Typically, the supervisor spends considerable time in
providing such assistance. Many of these problems are work oriented or concerned with job duties,
responsibilities, or personnel relationships. Others are not directly connected with work yet can have a
real effect upon work performance. Such problems may pertain to the employee’s family, financial
affairs, or health.

The Importance of Counseling

Supervisory counseling involves the willingness and the availability of supervisors to talk over personal
problems with their employees. The mutual exchange of opinion on what might be done to alleviate a
difficulty is generally beneficial. Of course, counseling is not restricted to supervisors and their
subordinates. Much counseling takes place among supervisors and between supervisors and staff
people. However, in most cases, supervisors must serve as counselors whether they choose to do so or
not; employees are going to come to them with problems.

Counseling is important in supervision for two major reasons. First, it helps to identify problems
affecting productivity and human relationships. Commonly, the viewpoint of another person is helpful in
discovering causes and making it possible to see exactly what the difficulty is. Once the problem is
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known, effective steps can then be taken to correct it. The second reason counseling is important is that
it helps to develop an environment of openness and trust. It is helpful for employees to know they are
working for, or with, someone who is familiar with their work situation and who is experienced in
solving personal problems.

Basics of counseling

There are certain things that a supervisor can do to help when counseling employees. Some of these are
discussed below.

1. Get the employee to talk freely. One way to achieve this is to talk about matter-of-fact subjects
such as the employee’s hobby, favorite sport, or family. Casual conversation that may reveal new
insights into the employee’s difficulties should be encouraged.

2. Be empathic and verify your understanding of the situation. The supervisor must recognize and
try to understand the situation from the employee’s point of view. There will be different views, but
the one that should help identify what corrective action is to be taken, if any, is how the employee
sees it. In addition, the supervisor must make certain the facts have been gathered. Summary

”

statements such as “Now, is what you mean...” or “It's your opinion that...” can help clear up
confusion both in the employee’s mind and in the supervisor’s understanding. Remember all

information is to remain confidential.

3. Don’t hurry the interview. Good counseling requires time. If necessary, the interview can be
continued at an additional session. Pauses may indicate that the employee is struggling to organize
thoughts or to comprehend what was just said. It can be a mistake to try to fill up the entire time
with conversation. The employee should also be permitted to digress and to express ideas. Rambling
thoughts might help the employee bypass a mental roadblock or hang-up. Careful listening can
reveal important clues to the difficulty.

4. Permit employees to identify problems and develop their own solutions. The counselor’s
function is to help the employee help himself or herself. When such self-development takes places,
the employee gains self-confidence and self-reliance. At the end of the counseling session, the
employee should have the feeling that the problem is known, and the action to be taken should be
clear and acceptable. It is usually helpful to have a follow-up meeting to resolve any difficulties that
may arise and to check progress.

Nondirective counseling

The term, nondirective counseling, is used when employees diagnose their own problems, develop their
own solutions, decide what actions they are going to take, and receive help from the supervisor by their
request only. In this type of counseling, the supervisor acts like a mirror and merely reflects the
employees’ feelings and beliefs. Hopefully this helps employees to see themselves better and to realize
the possibilities of the corrective actions that might be taken.
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As indicated above, there should be considerable participation by the employee in all counseling.
However, in nondirective counseling little direction is given by the supervisor, who takes the restricted
yet vital role of being silent and listening. The supervisor asks a few skillful questions to reveal the
details and the excuses or reasons that shed light on the employee’s present feelings and beliefs. Figure
10-1 outlines the significant differences between directive counseling and nondirective counseling.

FIGURE 10-1
Selected characteristics of directive and nondirective counseling

Characteristics Directive counseling Nondirective counseling
Talking controlled by Supervisor Employee
Empbhasis given to Facts Feelings
Subject selection by Supervisor Employee
Conclusion reached Yes No

Pros and cons of the supervisor as counselor

Some things work to the advantage of a supervisor who counsels. For example, counseling sets up a
relationship whereby employee behavior, wants, and dislikes can become known to the supervisor.
Frequently this familiarity extends to off-work activities. In addition, the supervisor’s contact with
employees is usually continuous; the supervisor sees them daily or hourly or even more frequently. It is
therefore possible to observe what is happening to the employees, to act quickly if needed, and to
follow up closely on whatever actions are taken.

There are also disadvantages. The close relationship may lead employees to believe that the supervisor
cannot be an objective counselor. They may see the supervisor as too much a part of the same
environment, and therefore an outsider would be better-the old story of familiarity breeding contempt.
The employee might well feel that the supervisor is not the proper person to talk with if violation of
company rule is involved, since the supervisor represents formal authority. Some supervisors avoid
counseling because they believe they lack the proper training and know-how. Supervisors who are
inclined to think and act in terms of accomplishing work goals may consider counseling too time-
consuming.

Indicate whether each of the following statement statements is true or false.

1. Counseling of employees is concerned with job duties, responsibilities, and relationships with
other employees but should never touch on personal problems unconnected with work.

2. An important reason for counseling is that it assists in developing an environment of openness
and trust.

3. The counselor’s function is to assist the employee in self-development.
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4. The supervisor clearly is seen by the employees as the best person to provide counseling to
them.

Answers

1. False. Personal problems often affect work performance, and counseling by the supervisor
should take this into account.

2. True. This function supplements the other major function, which is to identify problems
affecting productivity and human relations.

3. True. In this way development takes place, and at the same time, the employee gains self-
confidence and self-reliance.

4. False. Although the supervisor is in a good position to provide counseling, situations sometimes
arise in which employees doubt that the supervisor has the objectivity, impartiality, or training
to counsel them effectively.

Performance appraisal

There are many reasons for appraising performance. Appraisals reinforce accomplishments, help in
assessing employee strengths and weaknesses, provide motivation, assist in employee development,
permit the organization to assess its human resource needs, and serve as a basis for wage increases.
Nondiscriminatory benefits are given to everyone in the organization in equal amounts regardless of
title, pay, or achievement of objectives.

Appraising employee performance is one of the most difficult and yet important parts of the
supervisor’s job. All supervisors are constantly making decisions concerning the contributions and
abilities of their employees. Some employees show more initiative than others; others have a great deal
of ability but must be constantly pushed. Performance appraisal cannot be avoided, and it is wanted by
employees. It is normal to want to know how one is doing. Is the work satisfactory? What can be done
to gain a better rating?

The goal of employee appraisal is to improve results. Performance appraisal should be viewed as a
necessary part of good supervision, not as a substitute for supervision. No system of appraisal will do
what the supervisor cannot accomplish.

Specifically, performance appraisal aids in informing employees where they stand, in encouraging self-
development, and in giving proper recognition to employees. A systematic, periodic assessment of each
subordinate has the additional advantages of ensuring that high-potential workers are placed in
challenging jobs and that underperformers are identified so they can be helped. Figure 10-2 outlines the
potential benefits of performance appraisal.

Performance appraisals are handled in most organizations in one of two ways. Informal appraisals occur
in all organizations. Many small businesses have informal appraisal systems. Under such a system no
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formal procedures, methods, or times are established for conducting performance appraisals. Under this
type of system, the appraisal is conducted by the supervisor informally, giving the employee a general
impression of how the supervisor feels about the employee’s performance. Unfortunately, in all too
many cases, the appraisal is conducted only when the employee has made a mistake. The employee
often develops negative feelings about this type of performance appraisal.

The second approach to performance appraisals is to have a formalized appraisal system. Under a
formal appraisal system, procedures, methods, and times are established for conducting performance
appraisals.

It is important to note that formal appraisal systems also contain an informal element. For example,
general comments made by a supervisor about an employee’s performance are a form of informal
performance appraisal. Supervisors must realize that any comment made by a supervisor about an
employee’s performance is viewed by the employee as a performance appraisal. Thus, the supervisor
must use these informal reviews to reinforce good performance and discourage poor performance.

FIGURE 10-2
Benefits of performance systems to the organization, the supervisor, and the employee

Benefits to the organization:

Provides an evaluation of the organization’s human resources.
Gives a basis for making future personnel decisions.

3. Increases the potential of present personnel meeting the present and future needs of the
organization.

4. Improves employee morale.

Benefits to the supervisor:

Provides a clearer picture of the employee’s understanding of what is expected on the job.
Gives the supervisor input into each employee’s development.
Improves productivity and morale of employees.
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Helps identify capable replacements for higher level jobs within the supervisor’s work unit.
Benefits to the employee:

Allows the employee to present ideas for improvement.
An opportunity to change the employee’s behavior is provided.
Lets the employee know how the supervisor feels about job performance.
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Assures the employees of regular and systematic reviews of performance.
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Performance appraisal methods

Ideally, performance appraisals should be directly related to job success. However, locating or creating
satisfactory measures of job success can be difficult. There are many jobs that can’t be objectively
measured. For example, evaluating the performance of certain employees is extremely difficult. In
addition, job performance is often influenced by the factors outside the employee’s control. For
example, the performance of a machine operator is partially influenced by the age and condition of the
equipment. For these reasons and others, performance appraisals are often based on personal
characteristics and other subjective factors. Some of the personal characteristics that are frequently
used in performance appraisal systems are integrity, dependability, attitude, initiative, judgment, and
others.

Numerous problems exist in performance appraisal systems based on personal characteristics.
Supervisors often resist this type of process. The major reason for their resistance is that this type of
system places the supervisor in the position of being a judge, with the employee being the defendant.
Another problem is the temptation of the supervisor to favor close friends and associates. Because it is
natural to see favorable characteristics in friends, the supervisor may never realize that favoritism is
interfering. Despite all these problems, performance appraisal systems based on personal characteristics
and subjective evaluations are still in widespread use.

Some of the most frequently used performance appraisal methods are discussed below.

1. Rating scale. Under this method certain factors such as initiative, dependability, cooperativeness,
quality of work, and so forth, are printed on a form. Opposite each factor is a rating scale for
evaluating the respective factor. The points or values assigned to each factor may or may not be
included on the form, but a description should be included to help guide the rater. The points given
to each factor are then added to determine the final score or rating.

2. Ranking. All persons are appraised by ranking in an array from top to bottom, showing the best,
next best, and so forth.

3. Paired comparison. Each person is compared with every other person of the work group.
Employee A is compared with B, C, D, and so forth. Then, employee B is compared with A, C, and D,
and so forth. Performances are tallied, and the total score determines the ranking of each
employee.

4. Forced choice. The rating form consists of many groups of five statements. For each group the
rater marks the statement most descriptive and least descriptive of each employee. The statements
are tallied, and the employee’s total score is determined. Because the value associated with each
statement is not known to the rater, it is claimed that this method has less bias than other methods.

5. Critical incidents. The supervisor records favorable as well as unfavorable critical incidents that
reveal each employee’s behavior and accomplishments. Such an approach helps the rater remember
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all significant happenings. A rating can then be determined by reviewing and consolidating the
incidents.

6. Management by objectives (MBO). MBO, discussed in Chapter 3, is often used as a performance
appraisal system. Under MBO the supervisor serves as an available resource to help the employee
reach the goals that were mutually established by the employee and the supervisor. The employee’s
performance is then evaluated based on the degree to which the agreed-upon objectives were
achieved.

Traps to avoid in performance appraisal

In determining employee appraisals, the supervisor should be careful to measure the employee’s
performance only on the current job and not on a previous job. It should also be remembered that the
appraisal covers the entire period of the rating, and the rater should not concentrate on only the last
two weeks or be unduly influenced by an incident that took place five months ago. The rater should also
avoid emphasis on two or three favorite traits; all traits being appraised should be taken into
consideration and given adequate thought in relationship to each employee. It is the overall viewpoint
of performance that is important.

The “halo effect,” whereby a high rating given one characteristic tends to result in a high rating for all
factors, should be avoided. It is possible for an employee to rate high on one trait but quite low on
others. An effective procedure is to rate all members on one trait, then all on the next trait, then on the
third trait, and so forth. Another effect to be avoided is “central tendency,” whereby every employee is
given an average score on every trait. There are no extremes of very good or very poor. When this
happens there is no appraisal, since no strengths or weaknesses are revealed, a condition most unlikely
to exist in any sizable group. Central tendency indicates a need for training in rating methods and
modifications in the means of appraisal being used.

The appraisal interview

Evaluating the employee’s performance is only part of the supervisor’s job in the performance appraisal
process. The other part of the job is communicating the appraisal to the employee. The purposes of
communicating the performance appraisal are to (1) provide the employee a clear understanding of how
they are performing, (2) clear up any misunderstandings about what is expected, (3) establish a program
of improvement, and (4) improve the working relationship between the supervisor and the employee.

Effective performance appraisal interviews are the result of good planning by the supervisor. First, the
supervisor should give considerable thought and time to the evaluation that is going to be given.
Whatever form the supervisor’s organization uses for performance appraisals, considerable time and
thought should be given to completing the form. The form should not be completed in the few minutes
before the interview. When feasible the employee should be given a week’s notice concerning the
upcoming performance appraisal.
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A private room or office should be used, interruptions should be held to a minimum, and the
confidential nature of the information should be explained to the employee. The performance appraisal
interview is not the time to tell the employee off. You are trying to make the job easier for the employee
to become happier and more productive. Figure 10-3 gives some questions that the supervisor should
consider before discussing the performance appraisal with the employee.

Once the interview is under way, let the employee express his or her thoughts. Do not rush the
interview or let it drag out and become a repetition of the same few issues. Give deserved praise but
also forcefully point out those areas where improvement is needed. Together with the employee,
develop a definite program for the employee to follow to improve.

Figure 10-3
Questions that should be answered by the supervisor prior to the performance interview

What are the specific good points on which you will compliment the employee?
What are the specific bad points that you intend to discuss?

What reactions do you anticipate? How do you intend to handle these reactions?
Can you support your performance appraisal with adequate facts?

What specific help or corrective action do you anticipate offering?

What is your approach for gaining acceptance to your suggested corrective action?

Nou s wNe

What follow-up action do you have in mind?

Salary recommendations and performance appraisals

There is no consensus concerning how frequently performance appraisals should be conducted. The
answer to this question is as frequently as is necessary in order to let the employees know how they are
doing. Most organizations require a formal performance appraisal at least once a year. However, most
employees want to know more frequently than once a year how well they are doing. Therefore, it is
recommended that the supervisor do at least two or three informal reviews each year in addition to the
formal performance appraisal.

Generally, it is undesirable to discuss salary recommendations during the formal performance appraisal
interview. The primary reason for this is that it often places employees on the defensive and inhibits
learning. An advantage of separating appraisals from wage increases is that more emphasis is placed on
long-term objectives and goals. The employee may not be motivated immediately by a good appraisal
because of the delay in receipt of any monetary reward. The evaluation may also not be taken as
seriously by the employee if compensation is not correlated with performance. The supervisor should
tailor the discussion to the listener by describing how the employee’s department evaluates
performance and what is expected of him/her. The supervisor should also obtain feedback from the
employee to determine if everything is clearly understood.
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Performance appraisals should be concerned with reviewing past performance and planning a program

for future performance. If, during the entire evaluation, employees are thinking about what their raises

are going to be, then generally little learning occurs. Salary increases should certainly be based on

performance. However, annual salary review sessions should be held two or three weeks after the

formal performance review.

Indicate whether each of the following statements is true or false.

1. The primary purpose of a performance appraisal is to correct behavior by telling employees
when they have gone wrong.

2. Almost any comment made by a supervisor about an employee’s performance is likely to be
viewed by the employee as an informal performance appraisal.

3. Although an appraisal may formally be for a certain period, attention should be centered on the
most recent part of the review period.

4. It is usually undesirable to discuss salary recommendations during the formal performance
appraisal interview.

Answers

1. False. More important aspects of appraisal involve encouraging self-development and giving
proper recognition for accomplishment.

2. True. Supervisors must learn to effectively use informal appraisals as well as formal appraisals.

3. False. The appraisal should equally cover the entire review period and not be biased by recent
events.

4. True. The primary reason for this is that any discussion of salary usually emotionally affects the

employee and inhibits learning which is a primary objective of the appraisal.
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Chapter 10 Review Questions

1. An activity of counseling employees by a supervisor that will inhibit the employee is:

Getting the employee to talk freely
Being empathic and verifying your understanding of the situation
Not allowing the employee to develop his own solution

oo w»

Not hurrying the interview

2. Characteristics of non-directive counseling include:

Taking control by the supervisor
Emphasis given to facts
Subject selection by supervisor

o0 ® >

Emphasis given to feelings

3. When a manager generalizes from the evaluation of one or a few traits to the employee’s total
performance, he or she has made

A judgmental evaluation.
An evaluation subject to the halo effect.
A projection.
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An objective evaluation.

4. A disadvantage of separating performance evaluations from wage-increase decisions is that

Not enough emphasis is placed on short-run performance.
Financial rewards may lose their motivational effect.
Employees may not be motivated by good appraisals.

o n® >

The employee’s performance evaluation does not consider the financial status of the company
overall.
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Chapter 11:

Handling Absenteeism and Tardiness

Learning Objective

After completing this section, you should be able to:

e Identify the root cause of absenteeism and tardiness problems.

The problems of absenteeism and tardiness faced by supervisors appear to be inevitable. However,
much can be done by supervisors to keep absence and tardy rates within reasonable bounds. This is
desirable from the viewpoint of self-interest alone, because supervisors are affected by them more than
anybody else. The absence of an employee, for example, may mean that a replacement must be found,
a change in work assignment must be made, or a delay in getting certain work completed must be
accepted. Costs increase when schedules are disrupted, machines are idled, or a wanted service is
delayed.

Few realize the actual cost of absenteeism. Estimates range from 1 to 5 percent of total payroll costs.
This means that the yearly output of over two million employees is lost. Furthermore, the indirect cost
of absenteeism is believed to be three to four times greater than the direct cost.

Are absenteeism and tardiness facts of life that must be accepted? To a degree, the answer is yes.
Employees have personal business to take care of, they get sick, they have accidents, and they have
unpredictable experiences that keep them from their jobs. Absenteeism and tardiness for these reasons
may be termed unavoidable. There is also another classification of absenteeism and tardiness-
avoidable-in which the employee could come to work or come to work on time, but does not do so. It is
this type of absenteeism and tardiness that the supervisor can influence.
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Absenteeism

Often it is difficult to distinguish between unavoidable and avoidable absenteeism. However, experience
has proven that absenteeism is not equally distributed among all employees. It has been found that 50
percent of absenteeism comes from only 5 to 10 percent of all employees. Furthermore, it has been
found that approximately 50 percent of the work force will have perfect attendance. In general, the high
absentee is more difficult to supervise, harder to get along with, and has few friends. Those employees
who are adaptable to change, who are liked by others, and who are interested in their work tend to
have low or no absenteeism. The following facts have also been discovered:

Absenteeism is likely to be higher on Mondays, Fridays, and before or following a holiday.
Distance traveled to work and weather does not appear to be related to absenteeism.

The absenteeism rate (in percentage) is higher in large companies than in small companies.
Despite higher health levels, absenteeism has increased during the past 15 years.
Absenteeism in offices is generally about one half as much as in factories.
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Employees with high absenteeism rates their first year with a company will usually continue this
pattern during following years.

All of the above suggest that the personality of the offender, the interactions among group members,
the work, the environment, and the supervisor all influence the amount of absenteeism. The precise
effect of these factors varies from situation to situation. In certain cases the personality, attitude,
background, and beliefs of the employee are dominant, and no amount of trying to understand or
censuring will alter the situation. It appears, however, that in most cases the problems, or what the
employee believes are the problems, are aggravated by the job or the job relationships-job boredom or
bad relationships with a supervisor or fellow employees. When these cause absenteeism, the supervisor
can and should take action. Regardless of the type of work the way employees are treated by the
supervisor and other group members has a definite relationship to their absenteeism records. Further,
the degree of job satisfaction employees derive from their work and the general working climate are
related to absenteeism.

The root of the problem

The supervisor’s first step in reducing absenteeism is to be sincerely concerned and to face up to the
problem. The tendency of most supervisors is to lash out at the offender with a harsh warning. The
trouble with this approach is that it addresses only the symptoms and not the cause of the problem.
Also, any improvement realized will usually be short lived-perhaps a week or two.

A better approach is to individually analyze each absenteeism problem. When an employee is absent the
supervisor should first check the employee’s attendance record. If the record suggests a problem, the
supervisor should talk about the problem, when the employee returns. It should be kept in mind that
there is a big difference between the person who has been absent for 12 days due to a foot operation
and the person who has averaged missing two days a week for the past six weeks.
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The problems and causes uncovered will be numerous. However, one of the more frequently
encountered reasons is that the job is boring and offers little or no challenge to the employee. In this
situation the employee often believes that the job holds no future. Another frequently expressed reason
for absenteeism is that it seems to make little difference whether the employee is present or absent.
The final product or service does not seem to be affected as far as the employee can see. In other
instances there will be indications that the absentee does not get along with fellow group members and
may stay away from the job to avoid personal problems. The employee who has not worked in some
time may find it difficult to adapt to working five days a week. Also, there are employees who have
watched the late TV show or partied so late that they could not get up in the morning.

Indicate whether each of the following statements is true of false.

1. Estimates of the costs of absenteeism range from 1 to 5 percent of total payroll costs.
Absenteeism does not seem to correlate with other job-related difficulties employees have.
In the final analysis, the most effective solution to the absenteeism problem is to threaten
dismissal.

4. Job boredom is one of the most frequently encountered reasons for absenteeism.

Answers

True. Moreover, the indirect costs are often several times greater than the direct costs.
False. It is usually found that the frequent absentee is also difficult to supervise and has other
problems.

3. False. This approach deals only with symptoms. There may be some underlying cause of the
problem that should be explored first.

4. True. The job may offer little or no challenge to the employee. When this situation exists, it is
easy for the employee to lose interest in the job.

What can the supervisor do?

The identification of the cause of the absenteeism problem usually suggests what actions the supervisor
needs to take. Precisely what measure can be taken will vary according to the particular needs of the
individual organization. The following are some suggestions:

1. Screen out applicants who have a propensity to be absent. It may be best to avoid the problem by
not hiring a person who is likely to be absent a great deal. The supervisor’s experience and study of the
applicant’s behavior will prove helpful in determining this, but knowledge of such things as past
attendance records, personal problems, and hours of work preference may also prove beneficial.
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2. Have an attendance policy and make it known to every employee. It should be pointed out that the
employees are expected to be regular in attendance, and its importance to the organization should be
specified. Advance notice of absence when possible should be required. Notice should be given as far in
advance as possible and should specify the reason for the proposed absence.

3. Instill in employees responsibility for the finished product or service. Supervisors should go out of
their way to help employees understand how their personal efforts are needed. Special efforts should
be made to communicate effectively the problems that arise when employees do not report for work.

4. Redesign jobs or transfer employees to other work. If dissatisfaction with the job itself appears to be
the cause of absenteeism, consideration should be given to restructuring some of the tasks or activities
in the department. The job may be repetitive, it may not use the employee’s skills, or it may have little
responsibility. The challenge for the supervisor is to determine if these conditions exist, and if so, what
to do about them. The boredom in some jobs can be lessened through job enrichment (this was
discussed in Chapter 7). Some employees want and seek responsibility; others do not. It is the
supervisor’s job to determine who does and who does not. Those desiring responsibility should be given
it whenever possible. Those wishing to avoid responsibility should not be given any more than
necessary. Another possibility includes employees who don’t get along with their peers. When this
occurs the supervisors should confront the problem directly and try to help resolve the differences. If
this doesn’t work, the supervisor may be forced to separate the employees.

5. Counsel employees. Supervisors must let employees know they are willing to help. One method that
can be effective is to require all employees who have been absent to report to the supervisor before
starting work. This provides supervisors with a natural opportunity to counsel employees. The purpose
should be to help employees, to find out the real reasons for being off the job, and to ascertain whether
situations causing absences can be brought under control.

6. Allow a certain amount of time for personal business. Too many times employees call in sick when
actually time off is needed to conduct personal business. Honesty is promoted when employees know
the supervisor is flexible on this matter and will try to accommodate them whenever possible. Advance
notice must be insisted upon, however. When a good understanding exists between employees and
supervisors, employees will usually show their appreciation by meeting work deadlines in spite of
absences.

7. Keep up-to-date, accurate attendance records. Such information is the factual foundation for
keeping absenteeism within reasonable limits. Individual records for each employee should reflect the
overall picture of absences, their duration, time of absence notification, and a brief summary of
discussions and interviews.

8. Use programmed attendance. In this relatively new approach, an absentee rate for the group is
agreed to by the supervisor and the employees. This rate is made known to the employees, and they are
allowed to divide up this time and administer the program. If one member takes excessive time, the
matter is handled by the other members of the group. Advocates of this arrangement report
considerable success with it.
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9. Give rewards for excellent attendance. This practice, while used successfully by some companies, is
frowned upon by others that have found it rewards the habitually good attenders but fails to reach
absentee offenders. Rewards may be a pair of theater tickets, a set of dishes, and so forth. The success
of such a program no doubt depends upon individual circumstances, with special emphasis on the
supervisor’s belief in, and enthusiasm for, this practice.

10. Distribute lost-time statistics. Regular distribution of such information will help impress employees
with the importance of being on the job. It will also demonstrate the company’s interest in minimizing
absenteeism. The trend of absenteeism in the department can be shown, along with what areas are
contributing the least and the most to the absenteeism level.

Tardiness

Tardiness is of as much concern to the supervisor as absenteeism. When an employee does not appear
for work on time, the process is held up and planned schedules cannot be followed. Tardiness stems
from failure to realize the need and obligation to be on time. Usually tardy employees give little thought
to the inconveniences and extra cost they cause their employers. Time either is not important to them,
or they fail to allow themselves sufficient time to get ready for work. Unless corrected firmly but fairly,
tardiness can become habitual.

In many instances the corrective action for tardiness follows the same lines as those indicated above for
absenteeism. Like absenteeism, tardiness can be categorized as: (1) unavoidable or accidental and (2)
avoidable or controllable. In the first category are absences that will occur no matter what the
supervisor does; they may be due to a severe storm or an emergency at home. Avoidable absenteeism
can and should be dealt with by the supervisor. To determine whether tardiness is unavoidable or
avoidable, all tardiness should be noted.

In the case of controllable tardiness, the supervisor should identify consistent latecomers and try to
ascertain the reasons for their tardiness. To do this, the supervisor should consult tardiness records and
hold a private conference with each offender. During this conference the seriousness of the situation
should be discussed and a plan for eliminating the problem should be agreed upon. Without making
threats, the supervisor should make sure that the employee understands that the employee is expected
to honor the agreed-upon plan. The supervisor should then follow up closely to see that the problem
diminishes. If the tardiness persists, talk to the employee again and emphasize that the tardiness must
stop or disciplinary action will be taken. If the tardiness continues, follow the formal disciplinary
procedure and discipline the employee. (Discipline is discussed in depth in Chapter 16.)

Some useful information regarding tardiness is:

1. The more employees feel needed on the job, the more likely it is that they will be there on time.
2. Afavorable supervisor-member relationship helps to keep tardiness at a low level.
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3. A relatively small group of chronic offenders usually accounts for the majority of tardiness.
Apparently, being on time is in part a matter of self-discipline.
4. Older employees, both in service and age, tend to be on time more than younger employees.

Indicate whether each of the following statements is true or false.

1. Instilling in employees responsibility for the finished product or service is one way of reducing
absenteeism.

2. It is not advisable for a company to permit employees to take time off during normal working
hours to conduct personal business.

3. With proper supervision and appropriate policies, tardiness can be reduced to near zero in most
organizations.

4. Generally, it is the new employee who tends to be enthusiastic about the job and therefore
reports to work on time, whereas the older employee, in age or length of service, develops the
habit of tardiness.

Answers

1. True. This is one of a number of suggestions for reducing absenteeism made in the text. It helps
employees to understand their roles in meeting the organization’s commitments.

2. False. Allotment of a certain amount of time for personal business encourages honesty by
reducing the temptation to pretend sickness.

3. False. Like absenteeism, tardiness can be one of two types: (1) avoidable and (2) unavoidable.
Good supervisors can significantly reduce avoidable tardiness but not the unavoidable (such as
that caused by a flat tire or severe weather).

4. False. The reverse appears to be true. Tardiness seems to decrease with age and length of
service.

102




Chapter 11 Review Questions

1. Absenteeism:

Is lower on Mondays and Fridays
Has decreased in the past 25 years due to better health
Is related to distance traveled to work and weather conditions

oo w»

In offices is generally about one half as much as in factories
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Chapter 12:

Handling Conflict

Learning Objective

After completing this section, you should be able to:

e Recognize the effects of conflicts within an organization.

Conflict is inevitable in organizations. As such, the supervisor is routinely faced with conflict situations
and must learn how to effectively deal with these situations. Unfortunately, too many supervisors view
conflict as something that should be avoided at all costs. Conflict can have positive as well as negative
effects. Effective supervisors learn to curb the negative effects of conflict and to guide the conflict
toward positive results.

The Effects of Conflicts

The negative aspects of conflict are generally quite obvious. Some of the potential negative effects are
that the work of the organization may suffer. For example, most people can think of conflict situations in
their organization that have diverted time, energy, and money away from the organization’s goal.
Furthermore, it is entirely possible for a conflict to become continuous and cause additional harm to the
organization. It is possible that the conflict may cause one or more employees to leave the organization.
Conflict can adversely affect the health of the involved parties. Intense conflict can also lead to
behaviors such as sabotage, stealing, lying, distortion of information, and other similar actions that can
have negative effects on the organization.

On the other hand, when it is properly managed, conflict can have some very useful benefits. Some of
these are listed below:
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1. Conflict usually causes changes. In attempting to determine the cause of the conflict and in
developing a solution to the conflict, changes occur.

2. Conflict activates people. It helps to eliminate monotony and boredom in that it wakes people
up and gets them moving.

3. Conflict is a form of communication. Recognizing the conflict may open up new and more
effective channels of communication.

4. Conflict can be healthy in that it relieves pent-up emotions and feelings.

5. Conflict can be educational in that the participants in a conflict situation can and often do not
only learn a great deal about themselves but also about the other people involved.

6. The aftermath of conflict can produce a stronger and better work environment.

The stages of conflict

Conflict is a dynamic process that does not usually appear suddenly. In fact, conflict generally passes
through several stages:

1. Latent conflict - At this stage, the basic conditions for conflict exist but have not been recognized
by the involved parties.

2. Perceived conflict - The basic conditions for conflict are recognized by one or both of the parties.
Felt conflict - Internal tensions begin to build in the involved parties, but the conflict is still not
out in the open.

4. Manifest conflict - The conflict is out in the open and the existence of the conflict becomes
obvious to other parties who are not involved.

5. Conflict aftermath - The conflict is stopped by some method. How the conflict is stopped
established new conditions that lead either to a new conflict or to more effective cooperation
between the involved parties.

A particular conflict situation does not necessarily pass through all of the stages. In addition, the parties
who are involved in the conflict may not be at the same stage at the same time. For example, it is
entirely possible for one party to be at the manifest stage, while one party is at the perceived stage.

Types of conflict in organizations

Conflict can occur either internal to an individual or external to an individual. Conflict that is internal to
an individual is called intrapersonal conflict. Conflict that is external to an individual falls into three
general types-interpersonal, structural, and strategic.

Intrapersonal conflict. Because intrapersonal conflict is internal to individuals, it is very difficult to
analyze. Intrapersonal conflict can result when barriers exist between individuals’ drives or motives and
the achieving of their goals. For example, female or black employees who feel that they have not
received a promotion because of their race or sex are very likely to experience intrapersonal conflict.
This situation often leads to frustration on the part of these individuals. Intrapersonal conflict can also
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occur when goals have both positive and negative aspects and when competing or conflicting goals
exist. Figure 12-1 shows how intrapersonal conflict can occur.

FIGURE 12-1.
Sources of intrapersonal conflict

Need sm==pp- Drivers or motive s -

Barriers lead to frustration

Interpersonal conflict. Interpersonal conflict is external to the individual and can result from many
factors. Interpersonal conflict can occur between two supervisors, between two of a supervisor’s
employees, between the supervisor and the boss, or between a supervisor and one of the supervisor’s
employees.

One cause of interpersonal conflict is opposing personalities. Some people just seem to rub each other
the wrong way. An example of this might be a person who is constantly playing practical jokes and a
person who is quiet and reserved. These two people, if they are in regular contact with each other,
might experience interpersonal conflict because of their differing personalities.

Prejudices based on personal background or other origins also can cause interpersonal conflict.
Everyone is familiar with the potential that exists for conflict based on racial, sexual, or religious
differences. Other, more subtle prejudices can also cause interpersonal conflict. Possible examples
include the college degree, the married person versus the divorced person, and the experienced
employee versus one who has just been hired.

Jealousy and envy also are sources of interpersonal conflict. Supervisors sometimes experience this form
of conflict when they are first promoted. Prior to the promotion, the supervisor was one of the gang.
However, after the promotion, conflict can develop, due partially to envy and jealousy, between former
peers and the supervisor.

Structural conflict. Structural conflict results from the nature of the organizational structure. Structural
conflict is independent of the personalities involved. For example, the marketing department naturally
wants the production department to produce every size and color that the customer could possibly
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imagine. The production department, of course, wants to limit the number of sizes and colors of the
product. This type of conflict is just a natural by-product of the organizational structure and outlook of
the various departments.

Strategic conflict. Intrapersonal, interpersonal, and structural conflicts are usually not planned by the
people who are involved. They generally just happen, due to the circumstances. On the other hand,
strategic conflicts are planned and often intentionally started. Generally, this type of conflict results
from the promotion of self-interest on the part of an individual or group. The individual or group that
starts the conflict intends to get an advantage over the other party. For example, when a new project is
going to be started and is viewed as being very worthwhile, managers within the organization often
engage in strategic conflict to gain control of the project.

Strategic conflicts do not necessarily mean that the participants are unethical or dishonest. The reward
structure of many organizations often encourages strategic conflicts. If this type of conflict is managed
properly, it can have the positive effects that were described earlier in this chapter. Unfortunately, this
type of conflict can easily become unfair and result in severe negative outcomes.

Managing conflict

Supervisors most frequently deal with intrapersonal and interpersonal conflict. As was stated earlier,
intrapersonal conflict is the most difficult to analyze. Supervisors should not go around looking for
intrapersonal conflict in every situation. However, when an employee asks to discuss a personal
problem with the supervisor, the supervisor should look for signs of intrapersonal conflict. At the same
time, the supervisor should be very cautious in giving advice relating to intrapersonal problems. In fact,
the supervisor should normally refer the employee to a person who is more qualified (pastor or
psychologist) to handle the problem. If the intrapersonal conflict develops to the point where it is
affecting the employee’s work performance, then the supervisor must take action.

Indicate whether each of the following statements is true or false.

1. Because the overall effect of conflict is almost always negative the supervisor should do
everything possible to eliminate all conflict.

2. The manifest conflict stage occurs when the conflict is out in the open, and the existence of the
conflict becomes obvious to other parties who are not involved.

3. Structural conflict results from the nature of the organizational structure and is independent of
the personalities involved.

4. The supervisor’s primary role in managing conflict is to make sure that a solution is reached as
soon as possible even if this means forcing a solution on the involved parties.

Answers

1. False. When properly managed, conflict can have some very positive effects.
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True. Manifest conflict is only one of five stages in the conflict cycle. The five stages are latent
conflict, perceived conflict, felt conflict, manifest conflict, and conflict aftermath.
True. This type of conflict is a natural by-product of the organizational structure.
False. The supervisor should be concerned that a solution is reached. However, forcing a “quick”
solution on the involved parties usually does not produce a permanent solution.
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Chapter 12 Review Questions

1. A negative aspect resulting from conflicts at work include:

Cause changes to occur
Activates people
Divert time and energy from the organizational goals

oo w»

Relieves pent-up emotions and feelings

2. Conflict passes through several stages. When conflict is out in the open and becomes obvious to

other parties not involved it is described as:

Manifest conflict
Felt conflict
Latent conflict

o0 w® >

Perceived conflict
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Chapter 13:

Supervising Minority Groups

Learning Objective

After completing this section, you should be able to:

e |dentify the regulations and the enforcement policies governing minority groups.

The U.S. work force of today is heterogeneous, including male and female members from various ethnic,
racial, and religious backgrounds. It is difficult to identify a majority group, but common usage refers to
certain racial, handicapped, or age groups as minority groups. In addition, women employees are usually
considered a minority group, although in recent years over 40 percent of the full-time work force and
two thirds of the part-time workers in this country were female.

Historically, minority groups have suffered varying degrees of discrimination in the areas of hiring, job
assignments, wages, performance evaluations, promotions, layoffs, recalls, discipline, and discharges.
While legislation has been passed to prohibit discrimination, it is often up to the supervisor to
implement these laws and to see that discrimination does not occur.

Minority Groups

When most people hear the term minority group they immediately think of women or blacks. Although
women and blacks constitute the two largest minority groups, they are by no means the only groups.
Older employees, the physically or mentally handicapped, and other ethnic and racial groups make up
some other frequently encountered minority groups. It should always be kept in mind that minority
group members have basically the same needs and wants as any other workers.
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Women. According to U.S. Department of Labor (www.dol.gov), in 2013 with a labor force participation
rate of 58.6 percent, women represented 47 percent of the total U. S. labor force. They will also
accounted for 51 percent of the increase in total labor force growth from 2004-2013.

It should be recognized that the principal reason women work is not to pass the time or for self-
fulfillment. Women today work primarily because of economic need-to support themselves or others.
Although their degree of participation in some fields is small, women have been employed in almost
every occupational area: as executives, supervisors, accountants, machine operators, police officers,
mail carriers, umpires, jockeys, and taxicab drivers. Women today are increasingly seeking and being
given opportunities for employment and advancement.

A comparison of male and female employment in the United States shows, however, two outstanding
discrepancies. First, there is an appreciable gap in earnings between males and females. Second, there is
evidence that the knowledge and skills of working women are not being fully utilized. In other words,
males are still getting most of the really good jobs.

Racial minorities. Like other minority groups, employees who are members of racial minorities want a
fair chance to be part of the mainstream of action, to keep or advance in their jobs, and to enjoy life.
While some may not have the qualifications considered desirable for certain types of work, due to lack
of education or opportunity, they usually have a strong desire to make good and will seek help to make
themselves better employees. If given the opportunity, they are as likely to measure up to performance
standards, as are other employees.

By far the best supervisory policy to follow is to forget any racial differences and treat all employees
alike. For the supervisor to adopt special attitudes toward employees she must anticipate certain
problems that seldom occur. Any special measure may also tend to perpetuate differences among
employees.

Older employees. Older employees usually are thought of as those over 55 years of age. At about this
time, changes due to aging normally begin to slowly take place. These changes vary in individuals and
may or may not affect performance. In any case, decisions made regarding any employee should be
based on the ability to do a job and not on the employee’s age.

Most older employees gain a great deal of satisfaction from their work. It is likely to be the center of
their interest and effort, and they recognize that through their work many of their needs will be
satisfied. The supervisor should utilize older employees’ cumulative experiences by asking them to share
their knowledge with other employees, seeking their opinions, and pointing out their achievements to
others. Such help from the supervisor can counter the tendencies of some older employees to become
set in their ways.

Handicapped employees. The term handicapped is used here to refer to employees who have varying
degrees of ability despite physical losses or mental disabilities. Handicapped employees are not totally
disabled, and their productivity is frequently above average. Making jobs available to the handicapped is
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good business not only because they make good employees but also because having a job can provide
them with a sense of belonging and acceptance by society.

There are numerous examples that demonstrate that handicapped persons can fill various types of jobs
successfully. Like other minority group members, many handicapped workers will prove their ability if
given a chance. They want to be a part of society, and they adjust well to others.

Indicate whether each of the following statements is true or false.

1. Members of minority groups usually have different needs and wants than do other employees.
Women work primarily because of economic need.
Special attitudes toward employees who are members of racial minorities should be adopted by
supervisors.

4. The productivity of handicapped employees is frequently above average.

Answers

False. They have the same needs and wants experienced by most other people.
True. There are other motivations, but most women work to support themselves or others.

3. False. Adoption of special attitudes toward minority employees anticipates problems that
probably will not arise and also tends to emphasize and perpetuate differences among
employees.

4. True. There are numerous examples that clearly demonstrate that handicapped persons can fill
various types of jobs successfully; frequently their productivity is above average.

Laws affecting minorities

In the United States considerable legislation has been enacted to provide equal opportunities in
employment and pay and to prevent discrimination against any employee. The number of employees
and the amount of business the organization does with the federal government determine which of
these laws affect the organization. The following paragraphs provide a brief description of the most
important laws affecting minority groups.

Title VII. Title VII of the Civil Rights Act of 1964, as amended by the Equal Employment Opportunity Act
of 1972, has been the source for the greatest number of complaints concerning discrimination. The law
prohibits discrimination based on race, color, religion, sex, or national origin in any term, condition, or
privilege of employment. This law applies to all private employers of 15 or more people, all public and
private educational institutions, all state and local government, all public and private employment
agencies, labor unions with 15 or more members, and joint labor-management committees for
apprenticeships and training. This law established and gave the Equal Employment Opportunity
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Commission (EEOC) the power (1) to investigate job discrimination complaints, (2) to mediate an
agreement between the parties to eliminate discrimination when the complaint is found to be justified,
and (3) to take court action to enforce the law when necessary.

When discrimination is found, remedies include back pay and affirmative action.

Affirmative action requires an employer to take positive steps to guarantee equal employment
opportunities for people within protected groups. Failure to comply with equal employment opportunity
legislation can result in substantial fines and penalties for employers.

One issue of concern is sexual harassment, which is a violation of Title VII of the Civil Rights Act. The
EEOC guidelines specify that behavior such as unwelcome advances, requests for sexual favors, and
other verbal and physical conduct of a sexual nature becomes sexual harassment when submission to
the conduct is tied to continued employment or advancement or when the behavior creates an
intimidating, hostile, or offensive work environment.

Title VI. Title VI of the 1964 Civil Rights Act prohibits discrimination based on race, color, or national
origin in all programs or activities that receive federal financial aid in order to provide employment sex
discrimination.

Equal Pay Act. The Equal Pay Act was passed in 1963 and was later amended by Title IX of the Education
Amendments Act of 1972. The law requires all employers covered by the Fair Labor standards Act (and
others included in the 1972 extension) to provide equal pay to men and women who perform work that
is similar in skill, effort, and responsibility. Title VII of the Civil Rights Act also requires equal pay
regardless of race, national origin, or sex. This includes base pay as well as opportunities for overtime,
raises, bonuses, commissions, and other benefits. The employer is also responsible for ensuring that all
fringe benefits are equally available to all employees. Offering and paying higher wages to women and
minorities in order to attract these groups is also illegal.

Education Amendments Act. Title IX of the Education Amendments Act of 1972 extended coverage of
the Equal Pay Act of 1963. Title IX prohibits discrimination because of sex against employees or students
of any educational institution receiving financial aid from the federal government.

Age Discrimination in Employment Act. The Age Discrimination in Employment Act was enacted in 1967
and amended in 1978. The act prohibits discrimination against people 40 years of age and older. This
law applies to employers of 25 or more people. The law prohibits using age as a factor for making
employment decisions.

Rehabilitation Act of 1973. The Rehabilitation Act of 1973, which was amended in 1977, prohibits
employers from denying jobs to individuals merely because of a handicap. This law applies to
government contractors and subcontractors with contracts and subcontractors with contracts of
$50,000 or more and 50 or more employees. The act requires contractors to make reasonable and
necessary accommodations to enable qualified handicapped people to work as effectively as other
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employees. This law defines a handicapped person as one who has a physical or mental impairment that
significantly limits one or more major life activities.

Executive Order 11246-Executive Order 11375 (affirmative action). Executive Order 11246 was issued
in 1965 and was amended by Executive Order 11375 in 1967. The order requires federal contractors and
subcontractors to have affirmative action programs. The purpose of affirmative action programs is to
increase employment opportunities for women and minorities in all areas of employment. The order
further requires that employers with contracts or subcontracts over $50,000 and 50 or more employees
develop and implement written affirmative action programs. These programs are monitored by the
Office of Federal Contract Compliance (OFCC) of the United States Department of Labor.

Enforcement agencies

There are two major enforcement agencies for equal employment opportunity. These are the Equal
Employment Opportunity Commission (EEOC) and the Office of Federal Contract Compliance (OFCC). In
the past, enforcement activities were conducted by many agencies. The trend has been toward
consolidation of enforcement activities. It is probable that more consolidation will occur in the future,
possibly forming one enforcement agency.

Affirmative action programs. Of all the requirements concerned with discrimination, affirmative action
programs are by far the most controversial. Affirmative action programs are required of certain federal
contractors and subcontractors and also may be required of employers who have been found guilty of
certain discriminatory practices. Some employers and individuals mistakenly refer to equal employment
as affirmative action. The elimination of hiring practices that have an adverse impact on minority groups
in not affirmative action. Affirmative action refers to an employer’s attempt to balance its work force in
all job categories with respect to sex and race in order to reflect the same proportions as its general
labor market. The employer prepares a plan with goals and timetables for the achievement of a
balanced representation. When minorities and women have achieved employment and occupational
parity in an organization, affirmative action programs are no longer necessary.

In recent years affirmative action has resulted in some reverse discrimination charges that caused much
confusion. The Supreme Court has ruled that discriminatory preference for any group, minority or
majority, is illegal under the Civil Rights Act of 1964. The general interpretation is that preferential
treatment of any person simply because he or she is a member of a minority group or was discriminated
against in the past is forbidden.

Affirmative action programs that result in preferential treatment of certain groups also provoke
resentment among employees. It is generally agreed that employers that are required to have
affirmative action programs must make special efforts to increase the number of minorities and women
in the work force, but without discriminating against others.

Quotas for hiring minorities and women are not required by law. However, written goals are required
under affirmative action guidelines. Opponents of affirmative action programs feel that written
numerical goals, as in the case of quotas, force inflexible, unreasonable demands on employers.
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Opponents further argue that these goals result in the employer’s striving for a numerical result rather
than the primary goal of equal opportunity. Proponents of affirmative action, however, argue that
written affirmative action goals are no different from any organizational goals where quantitative
measures are applied. Only when an employer consistently fails to obtain its goals or when there is
evidence that the employer has not acted in good faith will the enforcement agency step in to impose
goals. By striving to eliminate discrimination within the organization, management can usually avoid
court action and costly penalties.

A positive approach to equal employment opportunity and
affirmative action

Most people realize that there are many people who have not been utilized or have been underutilized
in the past. The opportunity now exists for these people to be more fully employed. At the same time,
opportunity exists for organizations to benefit from this new reservoir of talent. In all of the minority
groups there are people who are not capable of doing the job. However, equal employment laws and
affirmative action do not require employers to hire unqualified persons. In fact, establishing and using
job-related factors for employment decisions allow only the most qualified to be employed and to
advance within the organization. This means that all persons hired and advanced should be the most
capable of performing the job.

Not only will equal employment opportunity benefit the organization, but it will benefit society as well.
Past discrimination has resulted in segments of society being unable to find employment, especially
meaningful employment. Research shows that these people are more likely to resort to welfare and
crime than those who are meaningfully employed.

Management of today’s organizations must provide positive leadership in the goal of equal employment
opportunity just as it provides positive leadership in obtaining all other goals. Supervisors have a major
impact on the implementation and achievement of this goal. It is necessary for supervisors to be fully
aware of EEO and affirmative action goals. Supervisors must communicate these goals in a positive way
to their subordinates. As with any organizational goal, the supervisor’s attitude is important to the
achievement of the goal. A negative passive attitude will most likely result in problems for the
supervisor and the organization. Figure 13-1 gives some suggestions that should help the supervisor in
creating a positive atmosphere.

FIGURE 13-1
Suggestions for creating a positive EEO environment

1. Be aware of the legal and regulatory requirements of EEO and affirmative action that affect your
organization.

2. Be aware of your organization’s policies and practices that have resulted from EEO and
affirmative action regulation.

3. Learn to recognize and eliminate stereotyping and preconceptions in expectations of women
and minorities.
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4. Provide clear, challenging, and achievable expectations for all of your subordinates.

5. Provide training, support, and encouragement that fit individual needs.

6. Be aware of and sensitive to issues that commonly arise in work forces comprised of different
groups.

7. Help to facilitate the socialization of new employees.

8. Communicate with your employees to minimize isolation and maximize the contribution of all
employees.

9. Provide adequate feedback on performance for all employees.

10. Avoid the extremes of “overprotection” and “abandonment” in dealing with minority group
members.

11. Be aware of your feelings regarding minorities.

Indicate whether each of the following statements is true or false.

1. Certain laws relating to minority groups only apply to those organizations doing business directly
with the federal government.

2. The Equal Pay Act of 1963 and Title VII of the Civil Rights Act are applicable only to base pay and
do not cover raises and bonuses.

3. The Age Discrimination in Employment Act prohibits discrimination against people 40 years of
age and older in any area of employment.

4. Affirmative action refers to the elimination of hiring practices that have an adverse impact on
minority groups.

Answers

1. True. The number of employees and the amount of business an organization does with the
federal government determine which laws are applicable.

2. False. Base pay as well as opportunities for overtime, raises, bonuses, commissions, and other
benefits are covered.

3. True. Basically this law prohibits using age as a factor for making employment decisions for
people 40 years of age and older.

4. False. Affirmative action refers to an employer’s attempt to balance its work force in all job
categories with respect to sex and race in order to reflect the same proportions as its general
labor market.
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Chapter 13 Review Questions

1. Minority groups that have suffered various degrees of discrimination in the work place include all

EXCEPT:
A. Older employees
B. Handicapped individuals
C. College students
D. Hispanics

2. There is considerable legislation enacted to prevent discrimination against employees in the work

place. The legislation that requires federal contractors to have an affirmative action programs is:

Title VIl of the Civil Rights Act of 1964

Executive Order 11246 and amended Order 11375
Age discrimination in the Employment Act
Rehabilitation Act of 1973
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Chapter 14:

Supervising Employees with Special
Problems

Learning Objective

After completing this section, you should be able to:

e Recognize different methods for confronting the problem employee.

Supervisors face a wide range of situations that involve employees’ problems that must be handled and
corrected if possible. A criterion in judging whether to handle personal problems is whether the
behavior is unfavorably affecting the work output or the conditions under which the work is performed.

As discussed in Chapter 10, all employees have personal problems from time to time. Health problems,
family problems, legal problems, and financial problems are some of the more common factors that
influence performance on the job. These problems are normally solved privately by the individual or
with a minimum of counseling and encouragement from the supervisor or someone else. There are
some employees, however, who have lasting or recurring personal problems that are much more
difficult to solve.

The Problem Employee

Everyone lives in a stressful world. However, some people have more stress in their lives than others. In
addition, some people have more trouble handling stress than others. Some work environments
contribute to employee stress. Unfortunately, there is no known way for an organization to completely
eliminate stress from the work place. Similarly, there is no way to completely eliminate stress from an
employee’s personal life. Stress seems to be an inherent part of each segment of our lives. Many people
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react to stress positively. However, some people need help in overcoming the personal problems that
can result from stress.

There are many personal problems that may affect an employee’s ability to work. Some employees are
able to keep their personal lives separate from their work. They may be fully productive members of the
work force and at the same time manage severe personal problems. Most employees are not like this.
Most employees with severe personal problems cannot keep them from affecting their job
performance. When an employee’s job performance is affected by personal problems that cannot be
corrected with normal counseling or disciplinary measures, the employee is usually diagnosed as a
problem employee.

There are many causes of severe personal problems. The problems already mentioned (health, family,
legal, and financial) may be serious enough to cause the employee severe employment problems.
Chronic diseases such as alcoholism, mental illness, drug dependency, and physical illnesses are some of
the common causes that create problem employees. Severe family problems can also lead to mental
problems that can in turn bring on drug dependence, illness, financial, and legal problems.

How the problem employee affects the organization

The problem employee affects productivity and the work environment in many ways. A primary result of
personal problems brought to the work place is reduced productivity. Absenteeism and tardiness tend
to increase. Another effect on productivity is reduced efficiency. Increased costs of insurance programs,
including sickness and accident benefits, are a direct result of personal problems brought to the work
place. Some industrial theft is due to the need for drug addicts to support their habits. Lower morale,
more friction among employees, more friction between supervisors and employees, and more
grievances also result from problem employees. Severe personal problems can significantly shorten the
productive life of trained employees. Difficult to measure, but a very real cost associated with problem
employees is the loss of business and damaged public image.

In addition to organizational cost, there are also costs to personal lives and society. Studies have shown
that alcohol abuse is related to increased suicide, homicide, accidents, and diseases such as heart
disease and cirrhosis. The total cost to the families affected by these problems may never be known. The
human benefits from organizational attempts to solve these problems is a service to both the
organization and society in general.

Employee assistance programs (EAP)

Many large organizations and a growing number of smaller organizations are attempting to help the
problem employee. This help is not purely altruistic but is based in large part on cost savings. These
employee programs are generally referred to as employee assistance programs (EAP).
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Until recent years, organizations attempted to avoid the employee’s nonjob related problems. Although
organizations were aware of the existence of these problems, they did not believe that the organization
should interfere with the employee’s personal life.

There are several types of employee assistance programs. One type provides for diagnosis and
treatment of the problem by the organization. The most common type of program employs a
coordinator who evaluates the employee’s problem, to the degree that a proper referral to the
appropriate agency or clinic can be made. Sometimes the coordinator is not a full-time employee of the
organization but rather serves as a consultant.

Indicate whether each of the following statements is true or false.

1. Because very few employees have personal problems, those who do are considered problem
employees.

2. If an employee appears to have a physical or emotional illness that seriously affects work
performance, there is no alternative but to discharge him or her.

3. A primary result of personal problems brought to the work place is reduced productivity.

4. There are several types of employee assistance programs (EAP), and the most common type
employs a coordinator who evaluates the employee’s problem only sufficiently to make a
proper referral to the appropriate agency or clinic.

Answers

1. False. All employees have personal problems from time to time. Only when these problems
adversely affect the employee’s performance and cannot be corrected with normal counseling
or discipline is the employee diagnosed as a problem employee.

2. False. Such a drastic step is seldom necessary. The supervisor should first provide support and
reassurance to the employee to help overcome the problem, and then, if necessary, encourage
the employee to seek professional help.

3. True. Other adverse effects are increased absenteeism and tardiness, increased insurance costs,
lower morale, more interpersonal friction, and more grievances.

4. True. Another type of EAP provides for diagnosis and treatment of the problem by the
organization.

Detecting the problem employee

As has been stated, it is not the supervisor’s job to be concerned with an employee’s personal problems
unless work performance is affected. On the other hand, if an employee is having difficulties at work,
the supervisor must not look the other way or cover up the difficulties because the employee has severe
personal problems. In the past, supervisors, along with family and friends, have often attempted to help
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the employee avoid detection. Rationalizing that the problem or the reasons for the problems will go
away only prolongs treatment for the problem employee. Overlooking rule violations and reduced
productivity because the employee has personal problems may in fact be the worst thing a supervisor
can do for both the employee and the organization.

The supervisor must learn how to detect evidence of deteriorating job performance. By properly
documenting employee performance, the supervisor is able to detect a deterioration in an employee’s
performance. The supervisor should record evidence of deteriorating relationships, nonacceptable
performance, and inability to follow rules.

The supervisor must be careful to be consistent in documenting performance problems. Noting
inadequacies for one employee and not for others, just because the supervisor suspects the employee
has a serious personal problem, is unfair. The supervisor should also consistently handle the evidence of
poor performance for each employee. Overlooking examples of poor performance because the
employee gives a particularly sad or convincing excuse may only prolong the problem. Figure 14-1
provides a checklist to aid in detecting a problem employee.

FIGURE 14-1
Detecting the problem employee

1. Be alert to, and document, changes in personality that affect working relationships.
a. Insubordination.
b. Altercations with other employees or with the supervisor.
2. Be alert to, and document, changes in quality and quantity of work.
a. Reduced output.
b. Increased errors or defects.
3. Bealert to, and document, rule violations.
a. Unexcused absences.
Unexcused tardiness.
Leaving work station without permission.
Dress code violations.
Safety rules violations.

I

Concealing or consuming drugs on company premises.
g. Involvement with law, garnishment of wages, drug traffic.
4. Be consistent.

Confronting the problem employee

Once a problem employee has been identified, the supervisor must confront the employee. Most
supervisors do not relish this responsibility. Sufficient documentation can greatly help the supervisor in
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this process. The confrontation between the supervisor and the problem employee should consist
primarily of three steps: (1) performance criticism, (2) referral to the EAP, and (3) discussion of the
consequences of the employee’s actions.

The supervisor should first confront the employee with specific performance criticism. Reviewing any
available documentation with the employee is a good approach. It helps the employee to realize that
there is documented evidence of poor performance.

The supervisor should restrict criticism and discussion to job performance. Moralizing on the effects of
drug abuse or other illnesses is not the supervisor’s job. If the employee begins to talk about the
problem, the supervisor should listen. However, it is not necessary to promote more discussion. Advising
the employee should be limited to seeking help from the proper facilities.

The second part of the confrontation session is to refer the problem employee to counseling and
assistance. At this point, the employee may become defensive or hostile. The supervisor should not be
influenced by excuses or stories by the employee. Employees who have severe personal problems have
had plenty of practice convincing themselves and others that their problems are caused by external
forces beyond their control.

During this second part of the confrontation, the supervisor should emphasize that acceptance of
assistance will not jeopardize the employee’s job. In fact, it may be the only way the employee can
continue to be employed by the organization. The supervisor should also emphasize that all aspects of
the assistance program, including the discussion between the supervisor and the employee, are
confidential. Some organizations do not even record the assistance in the employee’s personnel file.

In this phase of the confrontation session, the supervisor should also discuss the need for performance
improvement. If the employee accepts help, then most organizations agree to work with the employee
on a schedule of improvement. If help is refused, the employee should be informed of the
consequences. Usually if the employee does not accept assistance and the work performance does not
improve, the employee is subject to discharge. The employee should also be informed that any
improvement must be maintained in order to avoid discipline and discharge.

It is helpful at this point for the supervisor to discuss in general terms the success of the EAP or similar
programs in other organizations. Once the employee realizes that the supervisor is aware of the poor
performance, that something has to be done to correct it, and that there is a good chance of success,
the employee is much more likely to cooperate. Figure 14-2 outlines the necessary steps in the
confrontation between the supervisor and the problem employee.

FIGURE 14-2
Confronting the problem employee

1. Phase one—performance criticism.
a. Review documentation with employee.
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b. Restrict criticism to job performance.
c. Do not diagnose the cause of the poor performance.
d. Do not attempt to counsel on nature of problem.
2. Phase two—referral to counseling and assistance.
a. Be firm and supportive.
b. Be prepared for excuses and hostility.
c. Explain that seeking help will not jeopardize job.
d. Emphasize confidentiality of program.
e. Know and discuss insurance coverage or other financial assistance.
3. Phase three—Discussion of consequences of employee action.
a. Discuss need for improvement.
b. Discuss possible consequences of not accepting help.
c. Discuss success of program or similar programs.

Once referral has been made to the assistance program, the employee is expected to become
rehabilitated. The supervisor again bears the primary responsibility for evaluating rehabilitation.
Evaluating the success of rehabilitation must be based on job performance. Other criteria such as
abstinence for drug and alcohol abusers, certification of recovery by the assisting agency, or continued
participation in the EAP are not as meaningful to the organization as improved job performance. The
overriding objective of the supervisor and the organization should be that the employee not only
recovers but also begins to function satisfactorily on the job.

When a supervisor has an employee who is participating in an assistance program, the supervisor can
aid in the rehabilitation process by observing certain rules. First, the supervisor should continue to
document the employee’s job performance. Both problems and improvements should be noted.
Second, the supervisor should ensure that the employee realizes that evidence of less than serious
participation in the EAP will subject the employee to the discipline process.

Third, the supervisor should follow EAP guidelines for rehabilitation expectations. The employee cannot
be expected to recover overnight. The supervisor should be aware of organizational expectations for
recovering employees. Fourth, the supervisor should not ignore problems just because the employee is
in the EAP. Corrective discipline should be applied when the recovering employee does not perform up
to expectations. Fifth, the supervisor should be watchful for improvement by the employee.
Encouraging the continuation of the improvement by praise and other positive reinforcement is very
helpful to the recovering employee. Sixth, the supervisor must preserve the confidentiality of the
employee’s personal problems and assistance.

During the period of assistance, the supervisor may become aware of the specific problems affecting the
employee. Sharing information of this type, even with higher management, is unethical and could
subject the supervisor to legal action. The supervisor should, of course, inform upper management of
the employee’s participation in the EAP. The details of the particular problem are unnecessary for
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anyone other than the professionals with which the employee is dealing. Seventh, the supervisor should

never dispense over-the-counter drugs such as cough medicine or aspirin to recovering employees. It is

usually not wise for a supervisor to administer drugs of any kind to an employee. The primary reason for

this is that even over-the-counter drugs may have negative side effects. This rule is of utmost

importance for employees recovering from alcohol or drug dependency. Many over-the-counter drugs

contain alcohol that can, even in small amounts, turn an alcoholic’s recovery process around. In

addition, some addictions, including alcohol, are sometimes treated with other drugs. These drugs can

react violently with nonprescription drugs containing alcohol.

Indicate whether each of the following statements is true or false.

1. A good supervisor should get involved in an employee’s personal problems, even when the
problem does not interfere with the employee’s work performance.

2. When confronting a problem employee, the supervisor should include a discussion of the
following three items: (1) performance criticism, (2) referral to the EAP, and (3) the
consequences of the employee’s actions.

3. During a confrontation with the problem employee, it is often a good idea to discuss the moral
issues involved.

4. The supervisor bears primary responsibility for evaluating rehabilitation once an employee has
been in an employee assistance program.

Answers

1. False. Ordinarily a supervisor should not be concerned with an employee’s personal problems
unless they interfere with the employee’s job performance.

2. True. While not usually a pleasant task, a discussion of these topics can greatly increase the
chances of rehabilitation.

3. False. The supervisor should ordinarily restrict criticism and moralizing. The focus should be on
job performance.

4. True. The supervisor should base this evaluation on job performance.
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Chapter 14 Review Questions

1. When confronting a problem employee the supervisor should NOT:

Be alert and document changes in personality
Be alert to changes in quality and quantity of work
Restrict criticism about job performance
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Be alert to excessive errors or defects

2. In confronting a problem employee the supervisor should:

Moralize on the effects of substance abuse
Be influenced by excuses and stores of woe by the employee
Emphasize that assistance will not jeopardize the employee’s job
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Threaten the employee with discharge if he doesn’t shape up
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Chapter 15:

Living With the Labor Contract

Learning Objective

After completing this section, you should be able to:

¢ |dentify the elements within a labor contract and recognize how to minimize labor grievances.

Over 20 million employees in the United States are represented by labor unions. In unionized
organizations, the supervisor is the primary link between the organization and the union members. The
supervisor’s first responsibility is to uphold the interests of management. At the same time, the
supervisor must fulfill the contractual obligations of management and see that the union fulfills its
obligations.

To understand the labor contract and how to live with it, the supervisor needs to know what actions of
management and of labor are valid under collective bargaining, what practices have been designated
unfair and how to handle grievances.

The Labor Contract

The supervisor’s responsibility to the employer and the union

In a unionized organization the supervisor has a dual responsibility. The supervisor’s first responsibility
is, of course, to the employer. As a member of the management team, the supervisor must work toward
achieving good productivity. As a member of management, the supervisor must also help to uphold the
management commitments under the contract. The organization is held responsible by the union for
any action or lack of action by the supervisor in dealing with the union and its members. The Labor-
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Management Relations Act, passed in 1947, outlines some unfair labor practices that affect the
supervisor. These include (1) restraining employees from forming or joining a union, (2) trying to
influence a labor organization, (3) discrimination against union members, and, (4) discriminating against
the employer under the Labor-Management Relations Act.

A union can be either friendly or antagonistic toward management. This friend-or-foe relationship is
partially determined by how well supervisors do their jobs. The supervisors’ relationship with the union
begins during the union negotiation and administration of the contract. Supervisors must know their
responsibilities in these phases of the union relationship.

Employers are required by law to bargain collectively with employees through representatives of the
employees’ choice. The National Labor Relations Board, upon request, conducts union representation
elections.

If a union begins an organization drive, the supervisor is in an extremely precarious situation. In this
situation the supervisor’s actions are restricted by law. Strict adherence to the law is most important.
Both the union and management can speak their minds about the other side. However, both parties are
forbidden to use threats or reprisals or promises of benefits in order to get the employee to choose or
not to choose union representation.

If a union is successful in becoming the representative of the employees, the supervisor must accept the
situation. The supervisor must then learn to lead within the restraints set by the union. If the union and
the organization develop a good relationship, there is much more flexibility within the restraints set by
the union.

The specific contents of labor contracts vary. Most include the following subject areas, but the details
are subject to wide variation:

The rights of management (not subject to bargaining).

The rights of union to represent certain groups of employees.
Rates and levels of pay.

Hours and work schedules.

General working conditions.

Procedures for handling grievances.

Provision for reopening of clauses for subsequent bargaining.
Prohibition of discrimination for joining a union.
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Employee discharge for just cause or for repeated performance failures.

The labor contract, when signed by both parties (the employer and the union representing the
employees), sets the prescribed and agreed to condition under which the employer, the employees, and
the union will work together. Disagreements are settled by use of a grievance procedure stated in the
contract. (The grievance procedure is discussed in depth in a later section of this chapter.) If this proves
ineffective in a given grievance, an outside third party (usually an arbitrator) may be called in to decide
the issue.
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The union steward

The union steward is both an employee of the organization and a union official. The union steward is
elected by the union members. It is the steward who is the union’s watchdog. The steward must be
constantly aware of how the supervisor is administering the contract. It is often the steward who
initiates a grievance. At the same time, however, it is to the supervisor’s advantage to develop a good
relationship with the steward. The relationship between the supervisor and the steward may be made
even more difficult by the fact that the steward may work for the supervisor in performing normal work
duties. However, showing respect for the steward’s position is foremost in developing a good
relationship. The following suggestions should help to foster a good relationship with the steward.

1. Keep the steward informed. A supervisor who tries to sneak changes through without the
steward’s knowledge is likely to have a grievance filed. It is much wiser for the supervisor to inform
the steward and avoid unnecessary time-consuming grievances. Many times the steward can help to
work out the little problems before they develop into grievances.

2. Show that you understand and appreciate the difficulty of the steward’s job. The steward must
serve two leaders: management as a good employee and the union as a good union official. The
supervisor should not be more lenient with the steward than with the other employees. But, it helps
to show consideration for the steward’s responsibilities.

3. Show the steward a willingness to compromise. Supervisors must, of course, know when to
compromise. They must be careful to compromise only on issues within their authority. For
instance, a supervisor might agree not to discipline an employee for tardiness because of problems
beyond the employee’s control. Supervisors, however, should not agree to consult the union before
using discipline for tardiness. Furthermore, supervisors must get their bosses’ permission before
making any exceptions to the contract.

Indicate whether each of the following statements is true or false.

1. In unionized organizations the industrial relations manager is the primary link between the
organization and the union members.

2. The smart supervisor can find ways of restraining employees from joining a union.
Both the union and management can speak their minds about the other side during a union
organization drive.

4. Itis good strategy to tell a union steward only what is required by law and no more.

Answers

1. False. The supervisor is the primary link between the organization and union members.
2. False. The Labor-Management Relations Act, passed in 1947, made it illegal to restrain
employees from forming or joining a union.
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3. True. However, both parties are forbidden by law to use threats or reprisals or promises of
benefits in order to get an employee to choose or not to choose union representation.

4. False. It is much wiser to keep the union steward fully informed as to what is going on-such a
strategy will usually reduce grievances and create a favorable atmosphere.

Grievances

Employees have not always had the right to complain, especially formally, against the organization. With
the advent and growth of labor unions, employees have gained tremendously in power, and the
grievance procedure is a significant part of this power. A grievance is a formal dispute between
management and an employee, or employees, over some condition of employment. The grievance
procedure is a formal method for resolving grievances. Through the grievance procedure complaints are
aired, ambiguities in the labor agreement are identified for settlement in future negotiations, and
organizational policy is further defined. It should be realized that a nonunionized organization can have
a grievance procedure. A grievance usually begins with an informal complaint by an employee. Often
this complaint will be talked out between the employee and supervisor before it becomes a formal
grievance. The supervisor should not be afraid of complaints. A reasonable number of complaints
usually indicates a healthy atmosphere. Proper handling of complaints by the supervisor is extremely
important. Once a complaint enters the formal grievance procedure, it will involve additional time,
people, and costs to reach a decision.

The grievance procedure varies among organizations. Smaller organizations tend to have less formal
procedures with fewer steps-usually one or two. Larger organizations have more formal procedures with
more steps-typically three or four. The first step usually involves the complaining employee (called the
grievant), the supervisor, and in the case of a union, the union steward. Subsequent steps involve higher
levels of management and the union hierarchy. Arbitration is usually the final step in the process.
Arbitration is a process by which both the union and management agree to abide by the decision of an
outside party regarding the grievance. Figure 15-1 shows a typical grievance procedure involving a
union.

FIGURE 15-1
Steps in a typical grievance procedure involving a labor union

1. The employee and union steward discuss the grievance with the supervisor.
Grievance is discussed by union grievance committee and supervisor’s superior.
Grievance is considered by union grievance committee and manager of local organization and its
industrial relations manager.

4. Grievance is discussed by national union representatives, union grievance committee, and
organization’s top general manager and industrial relations manager.
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5. Grievance is discussed by national union representatives and top-management members.
6. Grievance is referred to mutually acceptable arbitrator for final decision.

Grievances arise for a wide variety of reasons. The most frequently encountered reasons involve
disciplinary actions, promotions and layoffs, and distribution of work, including overtime. Some
grievances are the result of a failure to abide by the union contract, law, or past practices of the
organization. Other grievances result from a failure of the union contract to address the issue or the
unclear nature of the contract and/or past practice concerning the issue. Regardless of the nature of the
complaint, the grievance procedure provides a method for resolving the dispute.

There are many reasons for allowing the supervisor to settle the complaint before it enters the
grievance procedure or at the lowest possible step of the grievance procedure. First, it saves time and
money. Settling the grievance at the supervisory level saves the time of higher levels of management
and the time of the union steward. Second, by achieving settlement prior to entering the formal
grievance procedure, the employees’ confidence in the supervisor’s ability to make decisions and solve
problems is enhanced. Many times an employee’s attitude about the job and the organization is based
on the relationship with the supervisor. Not only does early settlement develop the employee’s
confidence, but it develops the confidence of higher levels of management in the supervisor’s ability.
Early settlement further develops confidence between management and the union in their ability to
settle differences and avoid costly arbitration. Early settlement also prevents minor problems from
becoming major disturbances that can upset morale and disrupt the entire organization.

Stressing pre-grievance or early settlement of a complaint at the supervisory level does not suggest the
supervisors should settle every complaint this way. Very unusual cases or decisions that could affect
many employees should probably be referred to higher levels of management or the personnel
department. An organization may be held accountable for its supervisors’ decisions just as if the decision
were made by the plant manager, the president, or the owner of the company. Grievances that result in
the interpretation of broad general policies and union contract clauses should not generally be settled at
the supervisory level.

Under no circumstances should the supervisor attempt to obstruct the grievance process. Many times
the procedure acts as a safety valve, preventing more costly employee aggression.

Handling the first steps of the grievance process

If the employee’s complaint cannot be satisfied by an informal discussion with the supervisor, the
complaint then becomes a formal grievance. In the first step of a formal grievance, the grievant and
usually the union steward present the grievance to the supervisor. This grievance is usually described, in
writing, on a grievance form. Written grievances not only establish a written record of the grievance, but
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they also tend to focus the discussion and investigation on the proper area. Another potential advantage
of written grievances is that they may result in a grievance being dropped due to a lack of merit.

By the time the complaint has been formalized at the first step of the grievance procedure, the
supervisor has usually had some discussion with the grievant. As in the pre-grievance handling, the
supervisor is advised to listen patiently and sympathetically to the grievant. If the supervisor does not
have the time to listen to the grievance at the time it is first presented, a time should be scheduled as
soon as possible to hear the grievant. The grievance should be treated seriously. The grievant should
also be given the opportunity to state the problem without interruption other than occasional questions
to help clarify the issue. Restating the complaint in summary and asking the grievant if the restatement
represents a fair statement of the problem can be helpful in clarifying the issue. If necessary, the
supervisor should ask the grievant and the steward for additional time to answer the grievance.
However, every attempt should be made to abide by any time limits outlined in the union contract. The
supervisor’s objective should be to get all the facts. The more facts obtained, the more effective the
supervisor’s actions will be and the more receptive the grievant will be to the actions.

A supervisor must evaluate the facts objectively and attempt to determine the causes of the complaint.
It is helpful to determine and evaluate alternative actions as to their cost and possible side effects. It is
extremely important for the supervisor to maintain adequate records of all meetings with the grievant.

Once an evaluation has been made and the solution determined, the supervisor must plan the
implementation of the solution. The grievant and the union steward should be informed of the solution
and the reasons behind it before implementation begins. If the error was determined to be by
management, the mistake should be admitted openly and a prompt settlement should be implemented.
If the grievance is in management’s favor, the supervisor should express confidence in the employee’s
willingness to abide by the decision.

Finally, the supervisor should follow up with frequent checks on the implementation of the solution. The
supervisor must ensure that the adjustment was fair and did not create other problems.

The suggestions discussed in the preceding paragraphs should help the supervisor to minimize
grievances and aid in settling them at the lowest possible level. The checklist provided in Figure 15-2
summarizes the steps that should be followed.

FIGURE 15-2
Checklist for minimizing grievances

1. Gain an understanding of the labor law, union contract, and past practice as it pertains to
decisions made at the supervisory level.

Develop a cordial relationship with the union steward.

Provide a work environment that is as fair as possible.

Encourage openness.

Try to understand the opposing point of view.
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Investigate the cause of the complaint.
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7. Determine the issue.

8. Evaluate the facts objectively and determine the cause of the complaint.

9. Plan the implementation of the solution.

10. Advise operative and union personnel who will be affected by the solution before
implementation.

11. Check frequently on the results and side effects of the solution.

Indicate whether each of the following statements is true or false.

Smaller organizations tend to have more formal procedures for dealing with grievances.
The proper procedure is for the supervisor to listen to the grievance and then immediately refer
the matter to the appropriate company official.

3. Thelast step in the grievance is usually arbitration.

4. When a grievance is presented, it is the supervisor’s role to find out what is wrong.

Answers

1. False. Smaller organizations tend to have less formal procedures with fewer steps than do larger
organizations.

2. False. Normally the supervisor is expected to settle the grievance personally, unless the issue is
complicated or requires legal interpretation of the contract.

3. True. The first step usually involves the complaining employee, the supervisor, and the union
steward. Subsequent steps involve higher levels of management and the union hierarchy.
Arbitration is usually the final step in the process.

4. True. It is more important to find out what is wrong than to find out who is right.
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Chapter 15 Review Questions

1. Some of the subject areas included in labor contracts will NOT contain:

Rights of management
Rights of the union to represent employees
Pay rates, hours and work schedules
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Restraint of employees from forming unions

2. The first step in negotiating a typical grievance with an employee should include all of the following
EXCEPT:

Presenting the complaint to a supervisor by informal discussion
Describing and documenting the grievance in writing
Investigating the facts of the grievance
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Threatening a strike or work slowdown if the grievance is not acted on
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Chapter 16:

Applying Discipline

Learning Objective

After completing this section, you should be able to:

e Recognize the reasons for disciplinary action and the disciplinary steps a supervisor can take.

When a member of management wants to take an action against an operative employee for violating an
organizational rule, the organization’s disciplinary procedures are used. When an employee has a
complaint against the organization or its management, the grievance procedure (which was discussed in
the previous chapter) is normally used to solve the problem. Some organizations have a very formal
discipline procedure; others are less formal; and some organizations have no formalized procedure at
all. The purpose of this chapter is to outline typical disciplinary procedures and to suggest ways of
positively using disciplinary actions.

A Positive Approach to Discipline

Discipline refers to the action imposed by an organization on its employees for failure to follow the
rules, standards, or policies of the organization. Most organizations have some kind of disciplinary
procedure, whether formal or informal, that carries successively stiffer penalties for repeated or more
serious offenses. Figure 16-1 shows a suggested schedule of disciplinary steps that can be taken.

A formal discipline procedure usually begins with an oral warning that can progress through a written
warning, suspension, and ultimately, discharge. Formal discipline procedures also outline the penalty for
each successive offense and define time limits for maintaining records of each offense and penalty. For
instance, tardiness records might be maintained for only a six-month time period. Tardiness prior to the
six months preceding the offense would not be considered in the disciplinary action. Less formal
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agreements generally specify the reasons for disciplinary action as being for just cause, proper cause, or
some other cause.

Preventing discipline from progressing beyond the warning step is obviously advantageous to both the
employee and management. Discipline should be aimed at correction rather than at punishment. If the
behavior can be corrected by a friendly talk between the supervisor and the employee, there is less
chance of the situation becoming a source of bitterness. Similarly, formal oral or written warnings are
less likely to cause animosity than a disciplinary suspension. It is obviously not in the supervisor’s best
interests to deprive employees of their income if the behavior can be corrected by an oral or written
warning. A disciplinary suspension not only hurts the employee but also frequently deprives the
supervisor and the organization of a needed employee. Of course, the most costly and least acceptable
form of discipline is discharge. In most cases supervisors should make every effort to avoid discharging
an employee. A supervisor should view discipline as a means of encouraging employees to willingly
abide by the rules and standards of the organization.

FIGURE 16-1
Suggested schedule of disciplinary steps

Oral warning that is not recorded in employee’s personnel records.
Oral warning that is recorded in employee’s personnel records.
Written reprimand.

Suspension.

vk wN e

Discharge.

How does a supervisor maintain good discipline?

One of the most important aspects of maintaining good discipline is communication. Employees cannot
operate in an orderly and efficient manner unless they know the rules. The supervisor has the
responsibility of informing employees of the rules, regulations, and standards of the organization.
Informing employees of the rules is not always sufficient. The supervisor must also ensure that
employees understand the purpose of the rules and regulations. It is also essential for employees to be
reminded in a friendly manner when adherence to rules has become lax.

Counseling should, whenever possible, precede the use of disciplinary reprimands or stricter penalties.
Through counseling the supervisor can uncover problems affecting human relations and productivity.
Counseling further develops an environment of openness, understanding, and trust. This encourages
employees to maintain self-discipline.

In order to maintain effective discipline, supervisors must always follow the rules that the employees
are expected to follow. There is no justifiable reason for supervisors to bend the rules for themselves or
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for a favored employee. The employees must realize that the rules are for everyone. Supervisors should

be fair toward all employees.

Indicate whether each of the following statements is true or false.

1. When an employee has a complaint against management, the complaint should normally be
handled through the disciplinary system.

2. Most organizations have disciplinary procedures that carry successively stiffer penalties for
repeated offenses.

3. It should always be remembered that the primary purpose of discipline is to punish.

4. The most costly and least acceptable form of discipline is discharge.

Answers

1. False. A complaint by an employee against management should be handled through the
grievance procedure discussed in Chapter 15.

2. True. A suggested schedule of disciplinary actions is (1) oral warning not recorded, (2) oral
warning recorded, (3) written reprimand, (4) suspension, and (5) discharge.

3. False. Discipline should always be aimed at correction rather than at punishment.

4. True. When an employee is discharged, the organization loses its investment in training the

employee and the employee’s experience at the very minimum.

Although most employees follow the rules and regulations of the organization, there are times when a

supervisor must use discipline. Figure 16-2 gives some frequent reasons for using discipline. A supervisor

must not be afraid to use the disciplinary procedure when it becomes necessary. Failure to act may be

interpreted by employees that the rule is not to be enforced. Supervisory decisions to discipline after a

period of lax enforcement contribute to poor morale and reduced productivity. Failure to act can also

frustrate the employees who are abiding by the rules. Properly applying discipline can also encourage

borderline employees to improve their performance.
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FIGURE 16-2
Reasons for disciplining employees

Absenteeism.

Tardiness.

Loafing.

Absence from work.

Leaving place of work (includes early quitting).
Sleeping on job.

Assault and fighting among employees.
Horseplay.

Insubordination.

Threat or assault of management representative.
Abusive language to supervisor.

Profane or abusive language (not toward supervisor).
Falsifying company records (including time records, production records).
Falsifying employment application.

Dishonesty.

Theft.

Disloyalty to government (security risk).
Disloyalty to employer (includes competing with employer, conflict of interest).
Moonlighting.

Negligence.

Damage to, or loss of, machinery or materials.
Incompetence (including low productivity).
Refusal to accept job assignment.

Refusal to work overtime.

Participation in prohibited strike.

Misconduct during strike.

Slowdown.

Union activities.

Possession or use of drugs.

Possession or use of intoxicants.

Obscene or immoral conduct.

Gambling.

Abusing customers.

Attachment or garnishment of wages.

Before supervisors use the disciplinary procedure, they must be aware of how far they can go without
involving higher levels of management. They must also determine how much union participation is
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required (if a union is present). If the employee who is to be disciplined is a member of a union, the
contract may specify the penalty that must be used. Other requirements may also be specified by the
contract, such as who must be present during a discipline meeting and the length of time a record of the
discipline can be kept in the employee’s record.

Because a supervisor’s decision may be placed under critical review in the grievance process, a
supervisor must be careful when applying discipline. Even if the supervisor is not functioning under a
union agreement, most supervisors are subject to some review of their disciplinary actions. In order to
avoid having a discipline decision rescinded at a higher level of management, it is important that the
guidelines discussed below be followed.

Pre-disciplinary recommendations

Every supervisor should attempt to become familiar with the law, union contract (if applicable), and past
practices of the organization as they affect any disciplinary decisions. Supervisors should attempt to
resolve any questions with higher management and the personnel department about their authority to
discipline.

Maintaining adequate records cannot be overemphasized. Not only is it important to good supervision,
but it can prevent a disciplinary decision from being rescinded. Written records often have a significant
influence on decisions to overturn or uphold a disciplinary action. Past rule infractions and overall
performance should also be recorded. A supervisor bears the burden of proof when a decision to
discipline an employee is questioned. In cases where the charge is of a moral or criminal nature, the
proof required is usually that which is required by a court of law (proof beyond a reasonable doubt).
Adequate records by the supervisor and witnesses are of utmost importance in cases of this type. Noting
good performance and improvement can also be helpful, especially in defending a charge of
inconsistency by a disciplined employee.

Another key prediscipline responsibility is the investigation. That which appears obvious on the surface
is sometimes completely discredited after investigation. Accusations against an employee must be
supported by facts. Many decisions to discipline employees have been overturned due to an improper
or less than thorough investigation. The supervisor must guard against undue haste in taking action
when angry, or when there has not been a thorough investigation. Before disciplinary action is taken,
the employee’s motives and reasons for the rule infraction should be investigated and considered. The
employee’s work records should also be a prediscipline consideration. The investigation should take
place prior to administering discipline. A supervisor should not discipline and then look for evidence to
support the decision.

Further, when the organization is unionized, the union should be kept informed on matters of discipline.
Some organizations give unions advance notice of their intention to discipline an employee. Copies of
warnings are sent to the union.
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Administering formal discipline

A supervisor is expected to use progressive, corrective discipline. As has already been stated, it is to the
supervisor’s and organization’s advantage to correct the employee’s behavior with a minimum of
discipline. Sometimes, however, counseling and friendly warnings are not sufficient and the employee
must be formally reprimanded. A formal warning is not as likely to be reviewed by higher management
and is less likely to produce resentment than a suspension or a discharge. There are still some key points
that a supervisor should keep in mind when issuing a formal warning.

Applying discipline should be analogous to the burn received when touching a hot stove. Often referred
to as the “hot stove rule,” this approach emphasizes that discipline should be directed against the act
rather than against the person. Other key points of the hot stove rule are immediacy, advance warning,
consistency, and impersonality. Figure 16-3 illustrates the hot stove rule.

Immediacy refers to the length of time between the misconduct and the discipline. For discipline to be
most effective, it must be taken as soon as possible but without making an emotional, irrational
decision.

As has already been discussed, discipline should be preceded by advance warning. A supervisor cannot
begin enforcing previously unenforced rules by disciplining an employee as an example. Notation of
rules infractions in an employee’s record is not sufficient to support disciplinary action. An employee
must be advised of the infraction in order for it to be considered to be a warning. Noting that the
employee was warned for the infraction and having the employee sign a discipline form are both good
practices. Failure to warn an employee of the consequences of repeated violations of a rule is a reason
often cited for overturning a disciplinary action.

A key element in discipline is consistency. Inconsistency lowers morale, diminishes respect for the
supervisor, and leads to grievances. Striving for consistency does not mean that past infraction, length of
service, work record, and other mitigating factors should not be considered when applying discipline.
However, an employee should feel that any other employee under essentially the same circumstances
would have received the same penalty.

A supervisor should also take steps to ensure that personalities are not a factor when applying
discipline. The employee should feel that the disciplinary action is a result of actions taken rather than
personality factors or relationship to the supervisor. The supervisor should avoid arguing with the
employee and should administer the discipline in a straightforward, calm manner. Administering
discipline without anger or apology and resuming a pleasant relationship aids in reducing the negative
personal effects of discipline.

The supervisor should also attempt to administer discipline in private. The only exception for public
reprimand would be in the case of gross insubordination or flagrant and serious rule violations. In these
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situations a public reprimand might help the supervisor regain needed control. Even in these types of
situations, the supervisor’s objective should be to gain control and not to embarrass the employee.

Finally, the supervisor should warn the employee of the result of repeated violations. Sometimes
suggestions to the employee on ways to correct behavior are beneficial.

FIGURE 16-3
Hot stove rule for applying discipline

1. The hot stove burns immediately. Disciplinary policies should be administered quickly. There
should be no question of cause and effect.

2. The hot stove gives a warning and so should discipline.
The hot stove consistently burns everyone that touches it. Discipline should be consistent.

4. The hot stove burns all in the same manner regardless of who they are. Discipline must be
impartial. People are disciplined for what they have done and not because of who they are.

Suspensions and discharges

Supervisors should be very reluctant to impose disciplinary suspensions and discharges. Usually
discipline of this degree is reserved for higher levels of management. Even if supervisors do not have the
power to administer disciplinary suspensions or discharges, they often are the ones who make these
recommendations to higher management. Since discipline of this nature is more likely to be reviewed, is
more costly to the organization, and is more likely to be reflected in overall morale and productivity, it is
very important for supervisors to know when this form of discipline should be recommended. Observing
the hot stove rule is essential in administering suspensions and discharges.

A supervisor is expected to use corrective discipline whenever possible. There are, however, some
offenses that may justify discharge. Some of these are stealing, striking a supervisor, and gross
insubordination. The supervisor must be able to show, beyond a reasonable doubt, that the offense was
committed. Attention to the points discussed in the prediscipline recommendations are especially
important in supporting a decision to discharge an employee.

As in any lesser discipline, but even more essential in suspension and discharge, the employee has the
right to a careful and impartial investigation. This involves allowing the employee to state his or her side
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of the case, to gather supporting evidence, and usually to question any accuser. In the case of very
serious offenses, a supervisor may suspend the employee pending a full investigation. This may be
necessary when an employee has been accused of a serious crime or something that could affect the
safety of others.

The suggestions outlined in the preceding paragraphs should help the supervisor maintain discipline in a
positive manner and with a minimum of application of the harsher forms of discipline. When the
supervisor needs to apply the discipline procedure, observance of these suggestions should reduce the
chance of a grievance, or if a grievance is filed, the chance of having the disciplinary action overruled.
Figure 16-4 provides the supervisor with a checklist of rules that should be observed when applying
discipline.

FIGURE 16-4
Supervisory checklist for applying discipline

1. Be familiar with the law, union contract (if applicable), and past practices of the organization as
they affect the practice of discipline.

Maintain adequate records.

Investigate rule infractions and mitigating circumstances.

Keep union informed (if applicable).

Issue discipline as soon as possible.

Precede formal discipline with a warning.

Be consistent among employees.

Relate the penalty to the offense rather than to the person.

LN R WN

Administer discipline in private.
10. Warn of the results of a repeat violation.

Indicate whether each of the following statements is true or false.

1. One problem with hesitating to use discipline following a rule violation is that the employees
may infer that rule will not be enforced.

2. Most supervisors are subject to some review of their disciplinary actions.
The hot stove rule refers to the fact that supervisors should not get “overheated” when
administering discipline.

4. Supervisors should not be reluctant to impose suspensions and discharges.

Answers

True. This can also frustrate employees who are abiding by the rules.
True. This should not present a threat to supervisors. But it does mean that they must know
what they are doing when applying discipline.

3. False. The hot stove rule emphasizes that discipline should be directed against the act and not
against the person. Other key points of the “hot stove rule” that should be followed when
disciplining are immediacy, advance warning, consistency, and impersonality.
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4.

False. Suspensions and discharges are costly to the organization and should only be used as last
resorts.
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Chapter 16 Review Questions

1. A positive approach to discipline will NOT include:

A. Oral warnings not recorded
Oral warnings recorded
Punishment

O0Nw

Suspension or discharge

2. Employees should NOT be disciplined for:

Absenteeism relating to family emergencies
Absenteeism without sufficient cause
Assaulting or fighting with other employees
Abusive language

o0 ® >
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Chapter 17:

Cost Reduction and Methods
Improvement

Learning Objective

After completing this section, you should be able to:

e Identify typical cost categories and cost reduction strategies.

Reducing costs is a constant challenge to supervisors. Because many supervisory problems are directly
related to cost, controlling costs helps to avoid other problems. Supervisors are in an ideal position to
promote the objective of reducing operating costs because they have direct influence and control over
many of them. The utilization of machines, the work methods to be followed, and the behavior of
employees-all important considerations in the expenditures of any organization-are under the
supervisor’s direction. While staff specialists such as cost engineers and cost accountants may develop
ways to measure and cut costs, it is usually the supervisor who actually engages directly in reducing the
operating costs in a given department.

As is true with so many areas of supervision, the attitude of the supervisor toward costs sets the tone
for the entire department. If the supervisor is cost conscious, it usually rubs off on the employees. The
reverse of this is also true-if the supervisor has little concern for costs, the employees will seldom be
concerned about costs. In addition to being cost conscious, the supervisor must be willing to listen to
the cost savings ideas of others.
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Cost Reductions

Before supervisors can reduce costs they must know how to figure costs. Cost can be thought of as

everything expended to provide the product or service. Generally these costs, as related to the

supervisor, can be broken down into several categories.

1.

Direct labor costs. These are expenditures for labor that are directly involved in the creation of
the product or service. (The more product or service provided, the more direct labor that is
used.) Examples include machine operators, claims processors, bank tellers, assembly line
workers, and salespeople.

Indirect labor costs. These are expenditures for labor that are not directly applied to the
product or service. Examples include personnel specialists, quality control personnel,
housekeeping personnel, and public relations specialists.

Operating supplies costs. These are expenditures for necessary items that do not become a
part of the product or service (items in addition to the product/service raw materials).
Examples include brochures explaining a service, cleaning compounds, safety clothing, and
office supplies.

Maintenance costs. These include labor and material costs incurred to repair and maintain
satisfactory performance of equipment and facilities. Examples include replacement parts,
maintenance personnel, and repair bills.

Waste or scrap costs. These include products, parts or services that cannot be reworked or
reused and that do not meet quality standards. Examples include items damaged during
manufacture and unused services.

Energy costs. These include charges for electricity, gas, water, steam, and any other source of
power.

Overhead costs. These include expenditures for physical space, staff services, research,
advertising, and legal services. Generally, overhead costs are shared by several departments.
Ordinarily an attempt is made to allocate these costs to each department on some equitable
basis.

Depending on the degree of detail needed, each of the above major cost categories can be further

broken down. For example, direct labor can be further categorized by shift or by section with the

department. At the same time, however, this can be overdone. As a rule, cost information should be no

more detailed than is necessary for making good decisions.
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It is not unusual for supervisors to be provided with weekly or monthly cost reports for their
departments based on the above cost categories. (See Figure 17-1 for an example.) These reports are
usually prepared by the accounting department based on information provided by the supervisor.
Naturally, these reports are no more accurate than the information provided by the supervisor.
Therefore, supervisors should be sure that they understand what information is being sought. Also, if
supervisors do not understand any of the information on the report, they should seek clarification from
the accounting department.

Cost budgets

A budget is a statement of expected results or requirements expressed in financial or numerical terms.
Almost all supervisors must work with cost budgets. A supervisor’s involvement with the cost-budgeting
process can vary. In general, however, a supervisor should know how to develop a cost budget, how to
operate within a budget, and how to use a budget for control. Even when a cost budget is dictated to a
supervisor, it is helpful to understand the general process. The second column in Figure 17-1 represents
the weekly budget for supervisor James Arnold.

FIGURE 17-1
Sample cost report

Weekly cost report Department No. 33
Week ending: March 10, 2007 Supervisor: James Arnold
Variance

For this week Year to date
Account Budget Actual Over  Under Over  Under Comments
Direct labor...... $2,900  $3,140 $240 $1,780
Indirect labor.... 700 725 $25 $120
Overtime......... 450 200 250 290 Made improvements this
SCrap...coeeeen.. 400 390 10 70  week but still over annual
Supplies.......... 500 405 95 220 budget
Utilities........... 125 137 12 15
Overhead......... 3,750 4,250 500 3,890

Total........ $8,875 $9,247

Even when it is not required by upper management, it is wise for a supervisor to prepare cost budgets
for each of the major cost categories (such as indirect labor, direct labor, operating supplies, etc.).
Preparing a cost budget provides the supervisor with a goal to work toward. Referring again to Figure
17-1, supervisor James Arnold can readily identify those areas where he is experiencing cost problems
(direct labor and supplies) and those areas that are in good shape (indirect labor, overtime, scrap, and
utilities).

Typically, the supervisor plays a role in the organizational budgeting system. Budgeting systems normally
start at the top levels of the organization and cascade down. Usually the supervisor participates in the
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preparation of the department’s budget. The lower level budgets naturally must fit within the general
constraints established from above. The common budget period is for one fiscal year, with breakdowns
for quarterly and monthly periods. How often a budget is revised can vary depending on the system
used. Under periodic budgeting, major revisions are made three times a year, in March, June, and
September. The progressive approach calls for revisions every two months for the following six-month
period, March through August. A final method is the moving budget. Under a moving budget, revisions
take place every month covering the next 12 months. In effect, one month is dropped and another is
added in each revision.

The budgetary process should not be viewed as punitive, nor should it be used in a punitive manner. The
purpose of a budget is not to punish or restrict a supervisor, but rather to aid. Properly used, a budget
helps to accomplish realistic and specific goals within stated cost expenditures. Supervisors who master
the budgeting process help themselves and their departments.

Cost-reduction guidelines

Several guidelines should be followed when implementing a cost-reduction program. These are not
presented as hard-and-fast rules, but rather as general guidelines to be followed.

1. Incentives should be offered as a reward for cost reduction. If employees believe that cost
reduction is in their best interests, they are much more likely to actively participate. Some
organizations allow employees to share in the cost savings realized; others give cash awards or
time off to employees responsible for cost savings.

2. Cost reduction should be part of the normal routine. It should be regular and periodic and not
a “once-a-year” effort. The goal is to develop a constant awareness of costs. All too often a
brief intensive campaign is waged with some cost reduction achieved. However, shortly after
the campaign has ended, costs once again begin to increase.

3. Cost reduction should be inclusive and cover all areas. It is not only ineffective, but also unfair,
to permit costs to run wild in one area while being rigorously controlled in another area. Once
should remember that the total cost figure is the figure of most concern.

4. Individual responsibility for cost reduction should be made clear. One general problem with
cost reduction is that when it’s considered everybody’s problem, it ends up being nobody’s
problem. Employees should be held responsible for costs under their control. At the same time,
employees should be rewarded for controlling and reducing costs.

5. Make sure that the cost objectives are established. It is rather difficult to know what costs to
work on controlling unless one knows what is and is not acceptable. It is also helpful to make
sure that the responsible employees understand how these respective costs are calculated.

6. Be open to the use of a variety of techniques. Because different areas require different
approaches, one technique does not work in all areas. A common problem occurs when a
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supervisor becomes attached to one particular technique and tries to apply it in all situations.
The most successful approach is to match the technique or approach to the problem.

Supervisors should set the example. This was mentioned earlier, but it is important enough to
repeat. The impression that supervisors give of their interest in cost reduction usually has a
significant influence on the views of the employees. Supervisors should leave no doubt about
their concern for cost reduction.

Cost-reduction strategies

Where should cost-reduction efforts be focused? Logically cost reduction should begin in those areas

where the greatest savings can be realized. These areas are not always obvious. Locating them may

require considerable effort, but such effort usually pays off. At the same time, small cost reductions are

also important. This is especially true if the small reductions can be repeated frequently, thus adding up

to a sizable reduction. With this in mind, several general strategies may be followed to cut costs. While

all of the following strategies can be effective, the supervisor generally has more control over the first

five than the last three.

1.

Increase output. The idea here is to increase output utilizing the same or fewer resources. This
reduces the cost per item of product of service. The supervisor should always try to operate at
the level of output that results in the greatest efficiency. Unfortunately, supervisors are often
drastically limited in this area in unionized situations.

Make better use of time. The focus here is on eliminating any unnecessary activities. This may
involve the establishment of work standards and the improvement of work methods.

Regulate or level the work flow. A regular, steady flow with no bottlenecks and no equipment
breakdowns is desirable. Irregular flows with many peaks and valleys are usually inefficient and
often require the use of costly overtime.

Minimize waste. The creation of unnecessary services and the scrapping of partially processed
or unused materials can be very expensive. Any effort to reduce these wastes can pay big
dividends. Other types of waste include idle personnel, work expended on projects of little
value, and equipment not being used at full capacity. For example, the supervisor of a cafeteria
should carefully plan the quantities of the different foods to prepare to minimize the amount of
leftovers.

Analyze all control points. Adequate control is not only desirable but necessary. However,
excessive control can interfere with the work and run up costs. For instance, quality checks
should be properly spaced to ensure the desired quality but should not be overdone to the point
of interfering with the accomplishment of the work.
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6. Ensure adequate storage space is available. Inadequate storage can be quite costly. This
situation can cause unnecessary materials handling and production delays. In a service-oriented
organization, storage space would include such things as adequate waiting rooms and adequate
space for storing supplies.

7. Install modern equipment. Obsolete and worn-out equipment should be replaced. This not only
increases the machine efficiency, but is usually has a positive effect on the operator. For
example one has only to look at the improvements that have been made in the typewriter field
(a manual typewriter versus a modern work processor).

8. Invest in employee training. Employees who properly understand their jobs are more efficient
than those who don’t. Usually any front-end investments in training are made up through
increased job efficiency.

Supervisors seeking to cut costs will invariably spot some possibilities. The key is to look for them. At the
same time, however, supervisors should not fail to use all available resources. Staff specialists can be
very helpful. Cost analysts, industrial engineers, and others on the staff can offer expertise in certain
areas. Also, the ideas of the employees should not be overlooked. The person who does the job every
day generally has some good ideas about how it can be improved. The key is to listen and evaluate all
suggestions. It is also important to implement worthwhile suggestions and to give recognition to the
employees who make them. A final resource is a cost-reduction committee. A cost-reduction committee
offers the benefits of group thinking. It also helps to raise the consciousness of the committee members
to the idea of cost reduction.

Why do employees fear cost reduction?

It is only natural for employees to feel threatened by cost reduction. Loss of overtime, reduction of
regular working hours, job loss, and fear of being “slave driven” are some of the more obvious fears.
One way to help eliminate these fears is to encourage employee participation in reducing costs. The first
step is to present the facts in an understandable manner to the employees. Once this has been
accomplished, the employees should be given an opportunity to ask questions and receive feedback.
After a decision has been made, the reasons for the decision and the methods to be used should be
communicated to the employees. It is important that this information be communicated as soon as
possible to head off any potential rumors.

Another important thing is to make sure that some type of payoff is available to the employees who
participate in reducing costs. As mentioned earlier, employees who believe that they will benefit by
reducing costs are naturally going to be more concerned about costs than those who don’t.

Unfortunately, cost reduction has gotten a bad name in many instances because a supervisor has
mismanaged a cost-reduction program. The result is often to turn off employees to the whole idea of
cost control. More often than not, this mismanagement has occurred out of neglect more than anything
else. Successful cost reduction and control require a conscientious effort on the part of the supervisor.
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Indicate whether each of the following statements is true or false.

1. Supervisors are rarely in a position to reduce costs because they do not actually work on the
product or deliver the service.

2. Cost should be broken down into components in sufficient detail to permit identification of the
most likely candidates for cost reduction.

3. Experience has shown that the most effective way to implement a cost-reduction program is
through an all-out effort once a year.

4. ltis natural for employees to feel threatened by cost reduction.

Answers

1. False. On the contrary, supervisors have direct influence and control over many of the operating
costs.

2. True. Costs can be broken down according to different categories discussed in this chapter.
False, Cost reduction should be part of the normal routine. It should be regular and periodic and
not merely once a year.

4. True. Loss of overtime, reduction of regular working hours, job loss, and fear of being slave
driven are some of the most obvious fears.

Improving work methods

One of the most effective ways of reducing costs is by improving work methods. The overriding
objective when improving work methods is to find the “one best way” of performing a particular job.
Work-methods improvement has been called the organized application of common sense to find easier
and better ways of doing work by the elimination of waste of any kind including energy, time, space,
material, and equipment. Methods engineering and work simplification are other terms that refer to the
same process as work-methods improvement. Work-methods improvement is used to find the most
efficient way to achieve a given task. The old saying, “Work smarter, not harder” sums up the objective
of work-methods improvement.

Methods improvement and the supervisor

Most supervisors want to get more and better output at lower cost in shorter time. Methods
improvement is used to help achieve this objective. The supervisor’s vantage point allows the areas that
need methods improvements to be spotted. Not only do most supervisors have an overall view of what
is going on, they also have close contact with the work.
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The supervisor can create an environment that encourages methods improvements on the part of the
employees. First and foremost, the employees must be given the tools and know-how for simplifying
work. While many methods improvements are based on common sense, certain tools are available that
can greatly aid in the process. Second, the employees must be motivated to make methods
improvements. The supervisor can create an improvement-oriented atmosphere by actively listening
and following up on employee suggestions and by rewarding employees for methods improvements.
Employees quickly detect a supervisor who is reluctant to listen and try suggested ideas.

Of course, none of the above will work unless the supervisor is a true believer in methods improvement.
The supervisor should set the example. A supervisor should never lose sight of the fact that all work can
be improved. The key is to concentrate on those areas which have the greatest potential for payoff.
Aside from actively participating in methods improvements, the supervisor should periodically talk up
the subject with employees and encourage them to attend available methods-improvement training
programs. In the final analysis, employees will react to their perceptions of the supervisor. If they
believe that methods improvement is important to the supervisor, it will be important to them. If they
believe that methods improvement is not important to the supervisor, then it will not be important to
them.

Systematic methods improvement

Regrettably, many supervisors look on methods improvement as something that occurs naturally. These
beliefs are based on the assumption that any tasks or jobs warranting methods improvement are
generally obvious. This is often not the case. As with most any endeavor, a conscious and organized
approach to methods improvement produces the best results. A systematic approach to methods
improvement consists of the following six steps.

Step 1: Select the task or job to be improved. As we discussed previously, all work can be improved. At
the same time, it only makes good sense to direct improvements to areas that will probably produce the
greatest results. Determining the areas most likely to produce the greatest results is not always easy.
There are certain indicators, however, that supervisors should learn to look for and recognize. The key is
to consciously look for these indicators. Jobs involving a lot of people, where waste or scrap is high,
where materials are expensive, and where labor costs are highest, are usually fruitful areas for methods
improvement. Other indicators to look for include production or customer bottlenecks, extensive
overtime, excessive delays, and employee boredom. Also, jobs having repetitive operations usually have
potential for substantial savings.

Step 2: Gather data on the selected jobs. After a job has been selected for improvement, the next step
is to gather data about the job. This involves a careful analysis of the job. Performance can be observed
critically and pertinent questions asked, and notes can be carefully kept. To help get all the facts and to
aid in subsequent analysis, a flow process chart is commonly used.
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A flow process chart shows, from top to bottom, the successive detailed steps in work performance.
Each step is noted on a separate line, with a brief statement about it and its identifying symbol. The
chart can be drawn for either the operator or the material as the reference subject, but the same
subject must be used throughout.

Figure 17-2 shows a portion of a flow process chart in which the work deals with the assembly of a
component. The first step is to pick up a plate with the left hand. This is known as an “operation” and is
identified by the symbol of a large circle that is filled in solid on the chart. In addition to the circle, there
are the following symbols: (1) an arrow for transportation or movement from one location to another,
(2) a square for inspection, (3) a D for delay or temporary stoppage, and (4) a triangle with the point
down for storage.

Step 3: Analyze and question each step of the job. Having collected data concerning the way the job is
currently being done, the steps then need to be analyzed and evaluated. The necessity of each step
should be questioned. Why is this step necessary? What would be the cost of eliminating this step? The
flow process chart developed in Step 2 can be used to help spot inefficiencies and eliminate unnecessary
steps. Remember, the overriding purpose of this step is to identify inefficient work and wasted motions.

Step 4: Develop improved method or methods. As a result of the questioning in Step 3, many
possibilities for improving the work methods may have surfaced. The purpose of Step 4 is to examine
these possibilities, to develop others, and then to determine which possibilities are the best.

The best method for performing a job is a function of (1) how the human body is used, (2) the
arrangement of the work place, and (3) the design of the equipment used. It is often possible to make
improvements in one or more of these components and in the manner in which they are put together.
Improvements can usually be made by eliminating, combining, rearranging, and simplifying the steps of
the job. Logically, only some of the improvements that emerge can be used. The objective is to
determine which of the improvements are the best.

Step 5: Obtain approval for improvement. Developing an improvement is frequently not sufficient.
Many times others in the organization must be convinced that the improvement is sound. Approval is
often necessary if a change in policy or product design is involved. It is similarly often wise to keep the
boss informed as a new method or procedure is being developed. Care must be taken in presenting and
justifying a proposal. An acceptable proposal includes a brief description, what it will accomplish, how it
will work, how much it will save, what it will cost, and what effect it will have on the employees, It is
usually desirable to put the proposal in writing. This gives the boss the pertinent data needed to make a
final decision. It also shows that the improvement has been thoroughly studied.

Step 6: Install improvement and follow-up. Approval of the improvement does not end the process.
The improvement must be put into operation. Acceptance of the improvement and cooperation of the
affected employees are mandatory. Employees naturally resist change if they have not been involved in
the process. Therefore, employees should be involved as much as possible in any methods-improvement
program. Any changes should be carefully explained along with the reasons for the changes. Ideas for
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implementing a change should be actively solicited from the employees. The affected employees must
receive thorough training in the improved method and on any new equipment.

After the improvement has been introduced, it is wise to periodically follow up and make sure that no
difficulties developed. Minor adjustments may be required to make things run smoothly. Checks should
be made to see that the new method is producing the expected results.
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FIGURE 17-2
Flow process chart
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A note of caution

When undertaking any type of methods-improvement program, a supervisor should always give proper
attention to the affected employees and advise the union if there is one. As discussed in the previous
section, employees naturally resist change if they are not involved in the change. Also, the content of
the job must always be considered. A job can be oversimplified to the point of being boring. Such a
situation can adversely affect employee motivation and employee productivity. A successful methods-
improvement program should be concerned with finding the best method for performing a task or
group of tasks. This involves eliminating unnecessary work. However, it does not necessarily mean that
the task or job should be restructured in scope as much as possible. Similarly, it is not the objective of
methods improvement to make the task or job as simple as possible. The objective is to increase
efficiency through the elimination of unnecessary work and through the optimal structuring of
necessary work.

Indicate whether each of the following statements is true or false.

1. Work-methods improvement can be summed up by the slogan, “Work smarter, not harder.”

2. Asupervisor should never lose sight of the fact that all work can be improved.

3. Most employees tend to resist change if they have not been involved in the process.

4. The primary objective of methods improvement is to make the task or job as simple as possible.
Answers

1. True. The goal is to accomplish more and better work result by using resources more efficiently
and by minimizing waste.

2. True. The key, however, is to concentrate on these areas which have the greatest potential for
payoff.

3. True. A good way to reduce this resistance is to involve the affected employees as much as
possible in any methods-improvement program.

4. False. The objective of methods improvement is to increase efficiency through the elimination of
unnecessary work and through the optimal structuring of necessary work.

155




Chapter 17 Review Questions

1. Costs that are directly involved in the creation of a product or service are categorized as:

Overhead costs

Direct labor costs

A

B. Maintenance costs

C

D. Operating supply costs

2. Cost-reduction strategies include all EXCEPT:

Increasing output with the same or fewer resources

Making better use of work time and establishing work standards

A

B. Minimizing employee training costs

C

D. Regulating work flow and minimizing waste
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Chapter 18:

Safety and the Supervisor

Learning Objective

After completing this section, you should be able to:

e Identify unsafe conditions in the physical environment and ways to help prevent accidents.

Safety is an important problem for today’s organizations. During 2006 approximately 1 out of every 7
American workers in the private sector suffered an injury or illness caused by exposure to hazards in the
work environment. This resulted in approximately 2.25 million lost workdays for employers with 11 or
more employees. In this same year approximately 5,000 work-related deaths occurred for employers
with 11 or more employees. The costs of work-related accidents to American industry are known to be
in the billions of dollars annually.

The supervisor is the key person in any safety program. The degree to which the supervisor promotes
safe practices determines the effectiveness of the department’s safety programs. Thus, supervision and
safety go hand in hand. A part of every supervisor’s responsibility is to implement the company’s safety
program, making certain that the department’s work area is safe and that the employees are working
safely.

Accidents

The causes of accidents

Accidents do happen; no one is automatically exempt from them. Cuts, burns, scalds, smashed fingers,
broken ribs, bruised legs, electric shock-all can afflict employees. Some accidents leave permanent scars
or handicaps; others even prove fatal.
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There is a cause for every accident, and some lack or failure must be corrected to prevent a recurrence.
Tripping and falling on the hall floor is not a cause, it is a result-an accident. The cause may have been
inadequate lighting, an obstacle erroneously left on the floor, or the injured person’s failure to watch
where he or she was walking.

Accidents generally are the result of a combination of circumstances and events. The circumstances and
events causing accidents usually result from either unsafe personal acts or an unsafe physical
environment or both.

Personal acts

Most experts believe that unsafe personal acts cause the bulk of organizational accidents. In fact, unsafe
personal acts have been estimated by some to cause 80 percent of all organizational accidents. Unsafe
personal acts include such things as taking unnecessary chances, horseplay, failing to wear protective
equipment, using improper tools and equipment, and taking unsafe shortcuts.

It is difficult to determine why employees commit unsafe personal acts. There probably is no precise
reason. Fatigue, haste, boredom, stress, poor eyesight, daydreaming, and physical inabilities are all
potential reasons. However, these reasons do not explain why employees intentionally neglect to wear
prescribed equipment or don’t follow proper procedures. Most employees think of accidents as always
happening to someone else. Such an attitude can easily lead to carelessness or a lack or respect for what
can happen. It is also true that some people get a kick out of taking chances and showing off to others.

A poor safety record can adversely affect employee morale. The reverse of this is also true. Low
employee morale can adversely affect the safety record. Research studies have shown that employees
with low morale tend to have more accidents than employees with high morale. This is not surprising
when one considers that low morale is likely to be related to employee carelessness.

The physical environment

Accidents can and do happen in all types of environments. Accidents can happen in offices and retail
stores just as they can in factories and lumber yards. There are, however, certain places where accidents
occur most frequently. These are listed in order of decreasing frequency:

1. Wherever heavy, awkward material is handled, using hand trucks, forklift trucks, cranes, and
hoists. About one third of organizational accidents are caused by handling and lifting material.
Improper lifting by humans is also a frequent cause of accidents.

2. Around any type of machinery that is used to produce something else. Among the more
hazardous are metal and woodworking machines, power saws, and machines with exposed gears,
belts, chains, and the like. Even a paper cutter or an electric pencil sharpener has a high-accident
potential.
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3. Wherever human beings walk or climb, including ladders, scaffolds, and narrow walkways. Falls
are a major source of organizational accidents.

4. Wherever people use hand tools, including chisels, screwdrivers, pliers, hammers, and axes.
Hand tools also account for a good many household accidents.

5. Wherever electricity is used in addition to usual lighting sources. Among the places where
electrical accidents occur are near extension cords, loose wiring, and portable hand tools. Outdoor
power lines also have a high-accident potential.

Just as there are certain places where accidents occur more frequently, there are also certain physical
conditions that seem to result in more accidents. Some of these unsafe physical conditions are:

1. Unguarded or improperly guarded machines (such as an unguarded belt).

Poor housekeeping (such as congested aisles, dirty or wet floors, and improper stacking of
materials).

Defective equipment and tools.

Poor lighting.

Poor or improper ventilation.

o vk~ w

Improper dress (such as wearing clothes with loose and floppy sleeves when working near a
rotating machine).

Figure 18-1 summarizes some specific hazards that frequently result in accidents.

FIGURE 18-1
Some specific safety hazards

Slippery floors.

Loose tile, linoleum, or carpeting.

Small loose objects left lying on the floor.

Bottles, cans, and books on the floor or stacked on top of filing cabinets or windowsills.
Sharp burrs on edges of material.

Reading while walking.

No ks whR

Cluttered aisles and stairs.

Accident proneness

A third reason often given for accidents is “that certain people are accident prone.” There is little doubt
that some employees, due to their physical and mental makeup, are more susceptible to accidents. This
condition may result from inborn traits, but often it develops as a result of the individual’s environment.
However, accident proneness should not be used to justify an accident. Employees who appear to be
accident prone should be identified and receive special attention. Given the right set of circumstances,
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anyone can be accident prone. For example, a very “normal” employee who was up all night with a sick
child might very well be “accident prone” the next day. Thus, those employees who have temporary

accident proneness should also receive attention

How to measure safety

Accident frequency and accident severity are the two most widely accepted methods for measuring an
organization’s safety record. A frequency rate indicates the frequency with which disabling injuries occur.
A severity rate indicates how severe the accidents were. A severity rate shows the length of time the
injured parties were out of work. Only disabling injuries are used in determining frequency and severity
rates. Disabling injuries are injuries that cause the employee to miss one or more days of work following
the accident. Disabling injuries are also known as “lost-time injuries.” Figure 18-2 gives the formulas for
calculating the frequency rate and severity rate.

Neither the frequency rate or the severity rate mean much until they are compared with similar figures.
Useful comparisons can be made with other departments or divisions within the organization, with
previous years’ figures, or with comparative figures of other organizations. It is through these
comparisons that an organization’s safety record can be objectively evaluated.

FIGURE 18-2
Formulas for computing accident frequency rate and severity rate

Frequency rate = Number of disabling injuries X 1,000,000
Total number of labor-hours worked each year

Severity rate = Days lost*due to injury X 1,000,000

Total number of labor-hours worked each year

* The American National Standards Institute has developed tables for determining the number of lost
days for different types of accidents. To illustrate, an accident resulting in death or permanent total
disability is charged with 6,000 days (approximately 25 working years).

Indicate whether each of the following is true or false.

1. The safety engineer is the key person in any safety program because if it is not engineered
correctly it probably won’t work

2. Most experts believe that unsafe personal acts cause the majority of organization-related
accidents.

3. Accident proneness is only folklore; no one is really accident prone.

4. Only disabling injuries (lost-time injuries) are used in determining frequency and severity rates.
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Answers

False. The supervisor is the key person in any safety program.
True. In fact, unsafe personal acts have been estimated by some to cause 80 percent of all
organizational accidents.

3. False. Some employees, due to their physical and mental makeup, are more susceptible to
accidents.

4. True. Disabling injuries are injuries that cause the employee to miss one or more days of work
following the accident.

The safety program

The heart of any organizational safety program is accident prevention. It is obviously much better to
prevent accidents than to react to them. A major objective of any safety program is to get the
employees to “think safety.” Therefore, most safety programs are designed to keep safety and accident
prevention on the employee’s mind. There are many different and varied approaches used to make
employees more aware of safety. However, four basic elements are present in most successful safety
programes. First, the safety program must have the support of top and middle management. This support
must be genuine and not casual. If upper management takes an unenthusiastic approach to safety, the
employees will be quick to pick up on this.

Second, it must be clearly established that safety is a line organization responsibility. All line managers
should consider safety an integral part of their jobs. Furthermore, the operative employee also has a
responsibility for working safely. Third, a positive attitude toward safety must exist and be maintained.
The employees must believe that the safety program is worthwhile and that it produces results. Finally,
there should be a person in charge of the safety program and responsible for its operation. Typically,
this is the safety engineer or the safety director but it might also be a high-level line manager or the
personnel manager.

The supervisor’s responsibility for safety

A successful safety program starts at the very top of the organization. The owners, top executives, and
middle managers must all be committed to safety. However, because supervisors are the
representatives of management who have daily contact with the employees, they are the key people in
the program. Although supervisors often do not develop the safety procedures and rules, they are the
ones who must see that they are followed. Even in organizations that have a safety engineer or a safety
director, supervisors have responsibility for seeing that the safety directives are carried out. It is from
supervisors that the employees take their cue as to what is and what is not important. It is the
supervisors who shape the employees’ attitude toward safety.
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Because supervisors are responsible for the safety of their employees, they should listen attentively to
employee complaints relating to safety. These complaints should always be checked out and corrective
action taken when necessary. Supervisors also should strive to develop good working relationships with
the safety engineer or safety director (if one exists). The safety engineer or safety director should be
consulted on any safety-related problems that come up. These actions can help to head off many
accidents before they occur.

Supervisors should work to develop good relations with the safety committee (if one exists). Most safety
committees are composed of operative employees, a union rep, and representatives of management.
The committee’s normal duties include inspecting and observing work practices, investigating, and
making safety recommendations. Supervisors who don’t utilize their safety committees are wasting a
good resource. The safety committee can provide help in achieving safety goals. Also, safety committees
usually only act in an advisory capacity. Supervisors are responsible for carrying out the committee’s
recommendations. Thus, supervisors and safety committees are really dependent on each other.

Safety instruction should be an integral part of orienting and training employees. Most supervisors have
an active role in this process. Employees cannot be expected to use safe methods if they don’t know
what they are. Clear instructions regarding safety methods and procedures should be a part of every
orientation program.

In addition to the general responsibilities described above, supervisors may also be responsible for such
things as accident investigation, first aid, maintenance of proper safety records, and the dissemination
of any changes in safety regulations and methods.

How the supervisor can prevent accidents

Because supervisors are the link between management and the operative employees, they are in the
best position to effect safety. As previously discussed, the attitude presented by supervisors toward
safety often sets the tone for how the employees view safety. In addition to fostering a healthy attitude
toward safety, there are several specific things that supervisors can do to prevent accidents:

1. Make the work interesting. Making the work interesting is an effective way of preventing
accidents. Uninteresting work can lead to boredom, fatigue, and stress, all of which can cause
accidents.

2. Be familiar with organization policies that relate to safety. Make sure the appropriate policies
are conveyed to the employees.

3. Be familiar with the proper procedures for safely accomplishing the work. See that all
employees know the proper method for doing their jobs. (This is equally applicable to both old
and new employees.)

4. Know what safety devices and personal protective equipment should be used on each job.
Insure that the respective jobholders use the proper safety devices and wear the proper
protective equipment.
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5. Know what safety-related reports and records are required (such as accident reports,
investigation reports, etc.). Be sure that these reports are completed and processed on a timely
basis.

6. Get to know the employees. Learn to identify both permanent and temporary accident prone
employees. Once these employees have been identified, be sure that they receive proper
attention.

7. Know when and where to make safety inspections. It is generally wise to develop a schedule
for making safety inspections. This ensures that they won’t be neglected.

8. Learn to take the advice of the safety director and the safety committee. Look on both of these
groups as resources. Learn to work closely with these resources.

9. Know what to do in the case of an accident. Be familiar with basic first aid, know how to
contact the doctor, ambulance, and hospital.

10. Know the proper procedures for investigating an accident and determining how it could have
been prevented. Know the proper procedures to follow during an investigation.

11. Always set a good example with regard to safety. Remember the employees are always
watching the supervisor.

The Occupational Safety and Health Act (OSHA)

In 1970 Congress passed the Occupational Safety and Health Act (OSHA), which became effective on
April 28, 1971. Its stated purpose is to assure safe and healthy working conditions for every employee.
The Occupational Safety and Health Administration of the U.S. Department of Labor enforces this act
which covers all businesses in commerce with one or more employees. (There are certain exceptions
such as businesses employing only family.) Under the act, the Occupational Safety and Health
Administration is authorized to do the following:

= Encourage employers and employees to reduce work place hazards and to implement new or
improved existing safety and health programs.

= Establish “separate but dependent responsibilities and rights” for employers and employees for
the achievement of better safety and health conditions.

= Maintain a reporting and record-keeping system to monitor job-related injuries and illnesses.
= Develop mandatory job safety and health standards and enforce them effectively.

= Provide for the development, analysis, evaluation, and approval of state occupational safety and
health programs.

Few laws have evoked as much reaction as OSHA. While few people would question the intent of OSHA,
many have criticized the manner in which the act has been implemented. The sheer volume of
regulations is staggering. Another frequent criticism is the vague wording of many OSHA regulations. As
an example, the Occupational Safety and Health Administration developed the 39-word, single-sentence
definition of the word exit:
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That portion of a means of egress which is separated from all other spaces of the building or structure
by construction or equipment as required in this subject to provide a protected way of travel to the exit
discharge.

OSHA has similarly been criticized as being overly petty with regard to many of its regulations. For
example, one regulation states, “Where working clothes are provided by the employer and become wet
or are washed between shifts, provision shall be made to insure that such clothing is dry before reuse.”

Because of definitions and regulations similar to the above examples, many organizations have
developed a negative attitude toward OSHA. As a result of this, recent legislation has been proposed to
soften some of the OSHA requirements. Also, many of the original OSHA standards have been revoked
by the Occupational and Health Administration itself.

The supervisor and OSHA

While impacting on the entire organizations, OSHA also places certain responsibilities on the supervisor.
OSHA requires that the supervisor keep very specific records. These include (1) OSHA Form 200 (Log and
Summary of Occupational Injuries and Ilinesses). Each recordable occupational injury and illness must be
recorded in this form within six working days from the time the employer learns of the accident or
illness. (2) OSHA Form 101 (Supplementary Record of Occupational Injuries and lliness). This form
contains much more detail about each injury or illness that has occurred. It must also be completed
within six working days from the time the employer learns of the accident or illness. Only those injuries
and illnesses resulting in deaths, lost workdays, loss of consciousness, restriction of work or motion,
transfer to another job, or medical treatment (other than first aid) must be reported, Injuries requiring
temporary first aid do not have to be recorded. Substitute forms are allowed for both Form 200 and
Form 101 under certain conditions.

Supervisors are frequently asked to accompany OSHA officials while they inspect an organization’s
physical facilities. Because many organizations and supervisors feel threatened by an OSHA inspection, it
is natural to want to be antagonistic. However, it is in the best interests of the supervisor to be
cooperative with the OSHA officials. An uncooperative supervisor could cause OSHA officials to be more
hard-nosed than usual. The end result could be stiffer penalties imposed by OSHA.

Supervisors should be familiar with the OSHA regulations affecting their departments. They should
constantly be on the lookout for safety violations. As previously discussed, it is the supervisor’s
responsibility to see that all safety rules are followed by the employees. This would naturally include all
OSHA rules and regulations.

Indicate whether each of the following statements is true or false.
1. Most safety programs are designed to teach employees to react quickly in an unsafe situation.
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2. Even in organizations that have a safety director, supervisors have responsibility for seeing that
the safety directives are carried out.

3. Each individual state has responsibility for seeing that the Occupational Safety and Health Act
(OSHA) is enforced.

4. OSHA requires that the supervisor keep very specific records.

Answers

1. False. Most safety programs are geared toward accident prevention and not how to react to
accidents.

2. True. Although supervisors do not usually develop the safety procedures and rules, they are the
ones who must see that they are carried out.

3. False. The Occupational Safety and Health Administration of the U.S. Department of Labor
enforces OSHA.

4. True. These required forms include (1) OSHA Form 200 (Log and Summary of Occupational

Injuries and llinesses) and (2) OSHA Form 101 (Supplementary Record of Occupational Injuries
and llinesses).
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Chapter 18 Review Questions

1. Some specific hazards that cause accidents include:

Making work interesting
Familiarity with safety policies and procedures
Poor housekeeping

oo w»

Knowledge of safety equipment and its location

2. Under the Occupation Safety and Health Administration (OSHA) requirements the supervisor has the
responsibility to report all accidents within six days EXCEPT for:

Injuries resulting in death
Loss of consciousness injuries
Injuries restricting work or motion
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Injuries requiring temporary first aid

3. Which of the following statements is correct regarding the scope and provisions of the Occupational
Safety and Health Act (OSHA)?

OSHA requires employers to provide employees a workplace free from risk.
OSHA prohibits an employer from discharging an employee for revealing OSHA violations.
OSHA may inspect a workplace at any time regardless of employer objection.

o n® >

OSHA preempts state regulation of workplace safety.
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Chapter 19:

Ethics and Organizational Politics

Learning Objective

After completing this section, you should be able to:

e |dentify different ethical standards and elements of organization politics.

Ethics are standards or principles of conduct used to govern the behavior of an individual or group of
individuals. Ethics are generally concerned with questions relating to what is right or wrong or with
moral duties. The behavior of supervisors, what goals they seek, and what actions they take are all
affected by ethics. In any given situation what is perceived as “right” naturally affects the supervisor’s
actions and the actions of employees.

Moral standards are the result of social forces and human experiences over hundreds of years. For
example, society condemns cheating, lying, and stealing. However, the application of ethics is an
individual consideration. Do you or do you not follow moral standards when dealing with others? Are
you aware of the moral code and if so, how do you interpret it?

Differences in awareness and interpretation of ethical standards create many problems. To illustrate,
when does an action leave honorable self-interest and become legal dishonesty? Does the fact that a
person was not disciplined for a certain action make it acceptable?

All too often actions are justified based on the means used or on the ends accomplished. That is, was
the act morally right based on the means used, or should it be viewed as right based on the end result?
One might reason, for example, that the act of lying was right because it achieved positive results.
Conversely one might consider any action that involves ethical means to be perfectly justifiable
regardless of the outcome. The problem is that this type of logic can be used to justify almost any action.

Because of the problems outlined above, fixed moral standards are called for in organizations.
Supervisors should have fixed moral standards and abide by them.
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Ethics

Setting the tone

Supervisors must set the example. Subscribing to the theory of “Do what | say, not what | do” doesn’t
work. Employees are much more impressed by what supervisors do than by what they say.

The supervisor sets the ethical tone of the work setting. The employees take their cue as to what is
acceptable and not acceptable from the supervisor’s actions. If the supervisor is perceived as being
slightly unethical or dishonest, then employees are likely to feel that similar behavior on their part is
acceptable. For example, if the employees have reason to believe that the supervisor is “borrowing”
things from the storeroom. They may not see anything wrong with doing the same thing. On the other
hand, some might still feel that it is wrong and lose respect for the supervisor.

In addition, a supervisor’s general attitude toward ethics can also greatly affect employee ethics. Failure
to take corrective action in certain situations also affects the ethical tone. Failure to act on the part of a
supervisor is often interpreted by the employees as condonement.

Many areas of supervision require ethical conduct. While some areas are more obvious than others,
most can be grouped into three general categories: (1) loyalty. (2) human relations, and (3) covert
personal action.

Loyalty. The category of loyalty has to do with where supervisors’ loyalties lie. Do the supervisors place
their own interests ahead of everything else, or are they dedicated to the goals and needs of the
employees, the organization, their families, or others? Regardless of the leadership displayed, the
communication skills used, or the general knowledge present, supervisors will not have effective
influence unless their own objectives are viewed positively by the employees. Supervisors who are
perceived as being only interested in themselves and their future have difficulty in getting the full
cooperation of the employees.

Human relations. This category centers around supervisors’ concepts of fairness. It is concerned with
how supervisors treat other people especially subordinates. Ethics play a major role in determining how
supervisors treat their subordinates. Are all of the supervisors’ interpersonal dealings honest or do
supervisors have a tendency to talk behind people’s backs? Do supervisors treat their employees fairly
or do they play favorites? Do supervisors deceive their peers in order to make them look bad?

Covert personal actions. The category of covert personal actions includes all other actions taken by
supervisors that might reflect their ethics. These actions may be both internal or external to the
organization. Internal actions would include such things as not circumventing organizational policy.
External actions would include such things as how supervisors behave in the community. Figure 19-1
gives several specific examples of the different areas of ethical conduct required by supervisors.
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FIGURE

19-1

Examples of ethical conduct required of supervisors

Loyalty Human relations Covert personal actions

Has concern for employee welfare Deals honestly with employees Doesn’t cut corners to save time

Has concern for company welfare Shows empathy when called for Concerned with employee safety

Has concern for family Objectively evaluates employees Never tries to cheat the company
out of something

Takes credit only when deserved Fairly disciplines employees Is well thought of in the community

Indicate whether each of the following statements is true or false.

1. Organizational ethics dictate that actions are perfectly acceptable as long as positive results are
achieved.

2. Supervisors should have fixed moral standards and should abide by them.

3. Failure to take corrective action in certain situations rarely causes ethical problems; the real
problems are caused by supervisors who overreact.

4. As long as supervisors display positive leadership, use good communication skills, and
demonstrate knowledge of what is going on, they will have effective influence with their
subordinates.

Answers

1. False. All too often unethical actions are justified based on the ends accomplished.

True. The supervisor sets the ethical tone for the department, and therefore, the employees
should know exactly what the standards are.

3. False. Failure to take corrective action in certain situations is often interpreted by the employees
as condonement.

4. False. Regardless of the leadership displayed, the communication skills used, or the general

knowledge present, supervisors will not have effective influence unless their objectives are
viewed positively by the employees.

Organizational Politics

Organizational politics refers to the practice of using means other than merit or good performance for

bettering your position or gaining favor in the organization. Organizational politics include such things as

trying to influence the boss, trying to gain power, and trying to gain a competitive edge over your peers.

Self-interest is usually the motivating force behind organizational politics. Depending on the method
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used, organizational politics can involve unethical behavior. This occurs when individuals pursue their
own self-interest to the point of harming others or the organization. Almost any approach to
organizational politics can be ethical or unethical depending on how it is used by the individual. Figure
19-2 lists several things that supervisors can do to improve their political position within the
organization.

FIGURE 19-2
How to improve your political position within the organization

Know your boss.

Know how to keep your boss happy.

Be loyal.

Show respect for your boss.

Seize opportunities to make your boss look good.
Avoid antagonizing other departments.

Insist on feedback from your boss.

Help take the load off the boss.

. Build a power base with your subordinates.

Lo N R WNE

10. Seek responsibility and authority.
11. Gain the respect of subordinates.
12. Get people obligated to you.

Dealing with dishonest subordinates and peers

How does a supervisor deal with dishonest subordinates and peers? This is really two questions. Since
peers must be handled somewhat differently from subordinates. With regard to subordinates, the
supervisor must first build a case. The supervisor must gather proof of the subordinate’s dishonesty.
This does not mean taking the word of others. It means carefully documenting the available evidence.
For example, if an employee is suspected of stealing from the supply cabinet, care should be taken to
document what was missing and when it was missed. The employee’s whereabouts during these times
should also be documented. Once the supervisor is confident of having the facts, the employee should
be confronted concerning the problem. The organization’s disciplinary system should then be followed.
The keys here are (1) get the facts and document the case, (2) confront the employee, and (3) follow the
established disciplinary system.

The approach to dealing with peers is somewhat different from that of dealing with subordinates. The
relationships involved are significantly different. Also, you may not be in a position to deal directly with
the problem. For example, as a supervisor you may suspect that another supervisor is dishonest.
However, because you and the suspected supervisor work in different areas, you may never be in a
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position to prove or disprove your suspicions. In this case, you should not jump to conclusions but rather
simply deal cautiously with this person. If you do work in the same area as the suspected peer, you
should carefully gather the facts and document your case. When you are confident that you have
adequate facts to support your position, you should present them to your boss.

Dealing with an “impossible” boss

Unfortunately there are bosses in this world who shouldn’t be managing others. Impossible bosses fall
into several categories: (1) incompetent but nice persons, (2) mean for the sake of being mean, (3) lazy,
and (4) laissez-faire, or just don’t care. Because each of these impossible bosses must be dealt with
differently, the first step is to identify the type of boss in question. But regardless of the category, of
“impossible boss,” it is not wise to go around talking about him or her. Such activities always seem to
get back to the boss.

1. Incompetent but nice bosses. Those bosses who are nice but incompetent are often simply in
over their heads. These persons usually are the victims of the Peter Principle. The Peter Principle
states that people are continually promoted until they eventually reach their level of
incompetence. The best way to deal with this boss is to do whatever you can to help.

2. Mean bosses. Fortunately, these bosses tend to self-destruct over time. Therefore, they are not
frequently encountered. How does one deal with such bosses? Usually it is a futile effort to try
to reason or argue with this type. The best tactic is to steer clear of these bosses as much as
possible.

3. Competent but lazy bosses. These bosses are capable and able to do the job but lack proper
motivation. At best, they do just enough to get by. This behavior makes it especially hard for the
bosses’ subordinates to perform well. The best approach with these bosses is to do your job in
such a manner that they are forced to work. Possible actions include regularly asking these
bosses for input, taking problems to them, and scheduling regular conferences to review general
progress.

4. Laissez-faire bosses. Laissez-faire bosses are worse than the lazy ones because these types don’t
care. As with mean bosses, laissez-faire bosses usually self-destruct. Thus, the best tactic is to
bide your time and do the best you can under the circumstances. Examples of laissez-faire
bosses include those close to retirement, those who have been passed over for promotion, and
those who are planning to take another job.

5. Socializing with other members of the organization. Should supervisors socialize with their
employees? Should supervisors socialize with their superiors? These are questions that sooner
or later confront almost every supervisor. Take for instance the person who is promoted to
supervisor over his or her former peers. The situation is especially complicated if this person
frequently socialized with other members of the old work group (as a member of the bowling
team, a poker group, etc.). There are no hard and fast answers to these questions. However,
some general guidelines that should be followed are:
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a. Don’t be overly anxious to socialize with subordinates or superiors-let things take a
normal course of events.

b. Use common sense-don’t do anything stupid while socializing that will later cause
problems (such as getting highly intoxicated at a party at the boss’s house).

c. Beyourself-don’t try to put on a false front to impress your boss or other superiors.
Don’t try to use your rank when socializing with subordinates.
Don’t make any work-related promises to subordinates while socializing.

Indicate whether each of the following statements is true or false.

1. Organizational politics refers to the practice of running for some elected organizational office
such as union steward.

2. The approach used to deal with dishonest peers is different from that used to deal with
dishonest subordinates.

3. The Peter Principle states that the most competent people will eventually rise to the top of the
organization.

4. New supervisors should seize every opportunity to socialize and mix with their subordinates
because this is often the quickest way to get to know them.

Answers

1. False. Organizational politics refers to the practice of using means other than merit or good
performance for bettering your position or gaining favor in the organization.

2. True. This happens because the relationships involved are different. Generally a supervisor is in
a position to deal directly with problems involving subordinates; this is often not true when
dealing with peers.

3. False. The Peter Principle states that people are continually promoted until they eventually
reach their level of incompetence.

4. False. Supervisors should not normally be overly anxious to socialize with subordinates. Rather,

a supervisor should let things take their normal course of events.
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Chapter 19 Review Questions

1. Supervisors must set an example or ethical tone for employees in the work place because it:

oo w»

Instills loyalty

Promotes better human relations

Prevents covert actions by employees who follow the supervisors behavior
Does not affect employees attitudes or behavior

2. An employee can improve his political position within the organization by all of the following EXCEPT:

o0 ® >

Correcting the boss’ errors and taking credit for the corrections
Knowing your boss and showing him respect

Seizing every opportunity to make your boss look good

Seeking responsibility and authority

3. Which of the following statements is true?

A.

Organizational politics refers to the practice of running for some elected organizational office
such as union steward

The approach used to deal with dishonest peers is different from that used to deal with
dishonest subordinates

The Peter Principle states that the most competent people will eventually rise to the top of the
organization

New supervisors should seize every opportunity to socialize and mix with their subordinates
because this is often the quickest way to get to know them
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Chapter 20:

Managing Supervisory Time

Learning Objective

After completing this section, you should be able to:

e |dentify ways to establish good work habits and improve time usage.

Most supervisors could improve their efforts if they would use their time more effectively. A common
complaint of supervisors is that if just a little more time were available, they could catch up. However,
nobody gives us time and we cannot buy it; we already have all the time we are going to get. Better
achievement depends on only one thing-making better use of the time available. It is not a question of
how many hours were worked but of how those hours were spent.

All supervisors have more or less the same amount of time. Successful supervisors know how to use
their time wisely. They do not permit their time to be used up in meaningless tasks.

Managing Time

Time usage

To start using the available time more effectively, it is helpful to find out how it is being spent now.
What tasks are being performed, and how much time is being spent in each? Tally sheets can be used to
record the activity or non-activity occupying each 30-minute work period. By recording such data for a
few weeks, a matrix of time and activities results. Characteristic work patterns can be deduced from
these data, as can the time spent for each major work classification, expressed as a percentage of total
time. For example, it may be found that 20 percent of a supervisor’s time is spent on paperwork and 11
percent on instructional and developmental efforts each month.
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Using these data as a base, pertinent questions can help interpret what the data mean. Are these
activities appropriate for the supervisor to undertake? Is adequate time being given to supervisory
planning and counseling? Are any important supervisory duties being short circuited? Should any
present activities be reduced or eliminated? Answers to such questions can lead to a better pattern of
time expenditures.

Sorting necessary activities into categories enhances the effectiveness of time management. The
following categories are commonly used: (1) routine, (2) normal, (3) special, and (4) innovative. Routine
activities should not require the time of the supervisor. They are best delegated to others who know
how they should be performed. Normal activities are bona fide supervisory work that occurs as a
consequence of fulfilling the job of supervision. They account for the great majority of a supervisor’s
time. Special activities are similar to normal activities, with the exception that they are usually of a
nonrecurring type. Innovative activities represent efforts to develop and use new ideas in supervising
the work performance effort. While relatively small in amount, innovative time is essential and should
be allowed for if the supervisor is to progress. The importance of setting aside time and earmarking it
for creativity cannot be overemphasized. It is a mistake to ignore the importance of having time to think
about and develop improvements.

Activities can also be sorted into other categories. Some supervisors obtain good results by dividing their
time into time spent on (1) daily operations, (2) preventing problems, and (3) creative thinking. The
proportion devoted to each category depends upon the supervisor’s specific job, but most time will be
given to the first group, daily operations. This pattern of time distribution points out that not all of the
supervisor’s time is spent in immediate operations such as direct work efforts, outlining procedures to
group members, or interpreting company policy. Some time will be given to the prevention or correction
of problems and to creative efforts to discover or explore opportunities.

Special assignments can pose supervisory problems. They are difficult to plan for because they occur
irregularly, may require considerable time, and usually are unlike previous tasks performed. Few
supervisors have not at some time or another been asked to write a special report, serve on a project, or
try out some new idea of work performance or machine operation.

Although it is difficult to time budget special assignments and subject them to time management, the
effort should be made to do so. It is helpful not to schedule regular activities too tightly so that some
time may be taken from them for special assignments without serious difficulty. An alternative is to
make the needed adjustments by simply reducing some of the allotted times and applying them to
special work. This disrupts the original plan, but all schedules are tentative and should be considered
flexible to some degree.

Timing planning

Each act performed by supervisors should move them closer to their supervisory objectives. To do so,
long-and short-term goals must be defined, priorities established, and activities concentrated at any
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given time on specific undertakings. By following effective time planning, the supervisor can determine
whether the work is progressing on schedule.

Time planning promotes “time consciousness” on the part of the supervisor. As already noted, because
time is irreplaceable it should never be wasted. Activities such as merely passing the time of day with
colleagues, needlessly repeating instructions, and holding useless meetings should be minimized or even
eliminated when possible.

The use of a weekly planning sheet similar to that shown in Figure 20-1 is recommended. This is a spread
sheet that gives a total picture of the week’s planned efforts. A check mark designates the period
planned for each task. As activities are completed, a circle is drawn around the check mark. A glance at
the sheet shows what is planned for the day, and how the time has been spent.

Some supervisors realize improvements in time use by cutting down gradually on those tasks which
require the most time. If the schedule show two hours are to be taken for the task of preparing a report,
the time allotted should be reduced to one and one-half hours and an attempt made to see if the same
task can be accomplished within this shorter period. If not, one and three-quarters hours can be tried.
Much saving of time can be derived from small segments-a little bit here, a little bit there. Normally,
large timesaving segments-several hours or a half day-are not available.

FIGURE 20-1
Weekly planning sheet for supervisors

Weekly Plan Sheet

Week ending Name of supervisor

Mon. Tues. Wed. Thurs. Fri.
AM.[P.M. ||A.M.|P.M. [[A.M. | P.M. ||[A.M. | P.M. |A.M. | P.M.

Dept. meeting @
Industrial Inst. @ @ /

Weekly report Vv
Safety meeting e

Routine / / / / l/
Develop new methods |/ / 1/

Activities
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Indicate whether each of the following statements is true or false.

1. Smart supervisors learn how to get more time available.
It is common to divide supervisory activities into the categories of routine, normal, special, and
innovative.

3. Once supervisors draw up time plans allotting appropriate portions of time to the various
activities they anticipate having to do, they should adhere rigidly to them.

4. Use of a weekly planning sheet is one way to improve effective time planning.

Answers

1. False. All supervisors have the same amount of time available. Successful supervisors learn how
to use their time wisely.

2. True. This popular method of sorting activities has the objective of enhancing time
effectiveness.

3. False. All schedules are tentative and should be considered flexible to a degree; special activities
particularly call for flexibility.

4. True. A typical weekly planning sheet is illustrated in Figure 20-1

Establishing good work habits

When one stops to consider the letters, reports, memos, telephone calls, meetings, visitors, and reading
material that the average supervisor is faced with each day, it is not hard to see where an entire day can
be spent on communication alone. Although communication is an important part of the supervisor’s job,
there are many ways of managing the time spent in the communication process.

Paperwork. A supervisor who is not swamped with paperwork is rare. Most supervisors must keep some

employee records, prepare or assist in preparing various reports, write letters and memos, and stay

current by reading newsletters, magazines, and trade journals.

One suggestion for dealing with paperwork is to categorize it as you go through it. Basically, there are

three classes of paperwork. These are:

1.
2.

Require action by the supervisor.
Needs reading, passing on to someone else, or filing.

3. Needs to be thrown away.

Class three can be identified and thrown away immediately. Class one and class two must be handled
more carefully, but there are also effective means of dealing with these classes. One suggestion is never
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to set aside a piece of correspondence until you have done something with it or decided what needs to
be done about it.

Letters and memos. Letters and memos are one of the more common types of communication that fall
into class one. Action should be taken on most letters without putting the letter down. Handwritten
responses on the bottom of the letter are usually acceptable. Use form letters for responses whenever
possible.

If you have a secretary, you should consider the use of a dictating machine. Giving dictation directly to
your secretary wastes time because two people are tied up at the same time on the same letter or
memo. Furthermore, many letters and memos can be answered directly by your secretary. However,
you should be sure that your secretary has enough information to answer the letter or memo.
Delegating the authority to answer certain letters and memos increases a secretary’s job scope and can
be a source of motivation to the secretary. Finally, the phone can often be used in lieu of a letter.

Report writing. Many of the suggestions for handling letters and memos also apply to report writing.
Plan the report completely before you start writing. Use a dictating machine whenever possible. Keep
the report as short as possible while covering the material that needs to be covered. Also, write the
report for the reader. Big words and long sentences may impress the reader but may not get across the
message.

Filing. Most people have a filing cabinet full of material that they will never look at again. Knowing what
to save and what to throw away is not easy. When deciding whether something should be filed or not,
answer the following questions:

1. Is this on my “useful filing” list?
2. How can | get this information if | ever needed it, and isn’t it in my files?
3. How (exactly) am | going to use this piece of paper within the next 12 months?1

After answering these questions, a supervisor can better decide whether or not to file something. One
additional suggestion is to go through and clean out your files at least once a year. Throw away material
that you haven’t used during the year.

Reading material. Most people have a stack of reading material that they intend to read “one of these
days.” Unfortunately, one of these days never comes and the stack just gets higher and higher. One way
to lessen this problem is to improve your reading skills. If your organization offers a seminar on reading
skills, ask to attend it. Also, many colleges and universities offer reading skills improvement courses.

Another suggestion for handling reading materials is to skim the table of contents or the major
headings. If either one of these looks interesting, you might read the entire material. Otherwise, you
should probably throw it away.

Meetings. One of the biggest time-wasters is meetings, which eat up more time than most supervisors
want to admit. Some meetings are undoubtedly not necessary. These should be eliminated. Necessary
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meetings should be carefully planned. Chapter 6, Communicating with Employees, offered some specific
suggestions for holding effective meetings.

Telephone. The telephone can either save or waste a lot of time. Too many supervisors allow the
telephone to run their day. If you have a secretary, you should have the secretary hold your calls when
you are in an important meeting. When you are on the phone for business reasons, you should realize
that the time of two people is being tied up. Be polite, but make your point and get off the phone.
Nothing is wrong with telling a caller in a polite manner that you have to get off the phone.

Visitors. Supervisors often have many expected and unexpected visitors. Salespeople are a common
example. Visitors can take up a lot of unnecessary time. One time-saver in this area is to establish a
policy of not seeing visitors who have not made an appointment. If someone does get to you and you
don’t want to visit with that person, don’t sit down. Talk standing up. This communicates that you don’t
expect the meeting to last long. On scheduled visits, let the visitor know how much time you have
scheduled for the meeting and stick to this time.

Additional suggestions for time management

Proper delegation (see Chapter 5) is a major key in a supervisor’s effective use of time. As was
mentioned earlier, a most serious time-waster is a supervisor doing work that should be handled by a
subordinate. Delegation frees a supervisor to do the more important tasks of supervision. Delegation
also teaches subordinates to think for themselves, to make decisions, and to produce effective results.

Supervisors should avoid spreading their efforts so thinly that they are ineffective. Supervisors should
also concentrate on what they are doing at any given time and not jump from project to project.
Jumping from project to project generally means that not one of them gets done properly. Valuable time
is wasted in starting one project, dropping it to start another, and then coming back to the first project
at a later time.

Deadlines should be used. Deadlines provide wanted and needed targets and assist in getting the work
accomplished. Many tasks carry their own deadlines-work orders, reports, and so forth, but others do
not. On these, supervisors should put a date for completion. This helps supervisors to better schedule
their time and to accomplish all projects on a timely basis.

Indicate whether each of the following statements is true or false.

1. The best way to handle paperwork is to set it aside until it builds up so that a large batch can be
handled all at one time.

2. Agood ruleis to throw away filing material that has not been used in the last year.
Telling an unexpected telephone caller that you have to get off the phone is generally not
recommended.
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4. Supervisors should concentrate on what they are doing at any given time and not jump from

project to project.

Answers

1. False. A good suggestion is to never set aside a piece of correspondence until you have done
something with it or decided what needs to be done about it.

2. True. An additional suggestion is to go through and clean out your file at least once a year.
False. Nothing is wrong with telling a caller in a polite manner that you have to get off the
phone.

4. True. Jumping from project to project often results in none of the projects being properly done.

This approach can also waste considerable time.
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Chapter 20 Review Questions

1. Time management can be effectively used by supervisors in all the following EXCEPT:

Routine activities
Normal activities
Special activities

oo w»

Innovative activities

2. In dealing with paper work required by his job, the supervisor can establish good work habits by
classifying his paper work into three categories which does NOT include:

Require action by the supervisor
Needs reading, passing on to someone else or filing
Needs to be thrown away

o0 w® >

Disregarding paper work

181




Chapter 21:

Self Development Programs

Learning Objective

After completing this section, you should be able to:

e Identify self-development programs for career advancement.

To grow mentally is a must for a supervisor. Mental growth helps a supervisor to keep pace with the
present job requirements, to qualify for promotion, and to enjoy life. Success in supervision depends a
great deal on a person’s efforts to improve. However, these efforts should be directed toward specific
goals, be carefully defined, and be related to the present and future opportunities. Furthermore, self-
improvement is a self-perpetuating force. Once a program is started, it usually becomes a permanent
part of a person’s thinking and behaving.

Self-Development

A self-development program can be overly broad. It is best to concentrate on relatively few actions at
any given time, master them, and then move forward to the next logical step. To keep a self-
improvement program on target, it is suggested that a written schedule be prepared and that actual
accomplishments be periodically compared to the schedule. Figure 21-1 presents a format that might be
used. Periodically ask yourself (1) if areas selected for improvement remain valid, (2) if progress in
making the improvements is satisfactory, and (3) if you are experiencing greater self-confidence.
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Education

Increasing knowledge through education is one of the best and most widely used means for self-
development. A person must have a positive attitude toward education and put forth the required effort
to gain the most from educational efforts. Forget the idea that you are too old for schooling and
studying. It is never too late to start improving yourself through education.

Education offers a wide variety of choices. Organizational training programs are popular and many of
them are excellent. University courses offer breadth of subject content and new views. Many colleges
offer evening courses for the convenience of working students. Correspondence courses can be done at
home and provide a variety of general as well as specialized courses. An increasing number of
companies have an in-house center and education facility that offers broad-based learning opportunities
for employees, known as corporate university.

Seminars conducted by professional associations and universities stress discussions and the exchange of
ideas. In addition, they offer the opportunity to talk informally with other supervisors. Reading selected
books helps update your knowledge and enlarges your comprehension in your field. Consult your
organization or public library for suggested readings. Likewise, periodicals on supervision are excellent
for up-to-the-minute developments concerning what other organizations are doing in the supervisory
area. In addition, memberships in professional associations are helpful. Their programs and activities can
be quite beneficial. A number of national, regional, and local associations exist. To select a good group,
talk with your friends or consult with your personnel department.

FIGURE 21-1
Format for scheduling self-improvement program

Improvements sought Year One Year Two Year Three Comments

Cut grievances Take course in labor relations Start community college night class in
September

Safety............. Hold monthly meetings Hold meetings first Tuesday of each
month 8-8:30 A.M.

Activity in organization Join supervisor’s club Get active in this group

Computer knowledge Read two books Get suggested titles from library

Other approaches for self-development

Another common approach used in self-development is to ask for suggestions from your boss, other
supervisors, and the personnel managers of your organization. These people are generally most willing
to help those who want to improve themselves and who are determined to do so. You can also observe
how other managers handle crises, assign work, motivate people, and reach decisions. Frequently, you
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cannot duplicate their ways because of the differences in situations, but you can acquire some helpful
knowledge.

Keeping a notebook always handy and jotting down information worth remembering is another aid to
personal development. Most people forget things unless they make a written note. In time, you can
build a permanent record of many useful ideas.

Volunteering for special assignments, committees, service groups, and the like can give you experience
and the opportunity to assist. These activities also put you in the spotlight and give you favorable
publicity. Thus, promotion possibilities are enhanced at the same time you are developing yourself.

Set high-performance standards for your personal supervisory efforts. Don’t be satisfied with average
accomplishments. Try to be outstanding-reach and strive for the best.

Adopt a somewhat aggressive attitude. Push for improvements and for new ideas. Evaluate your current
status objectively and seek ways to improve it. Display enthusiasm in your work, but be sincere about it.
Avoid the defensive strategy of explaining why such and such can’t be done. Such a viewpoint hampers
self-improvement.

Don’t give up easily. Many problems are solved and a promotion won by hanging in there. Self-
development is a slow process. It often takes longer to reach a given level of self-improvement than you
thought it would.

Finally, keep in mind that as a supervisor you are hired basically for your talent and time. Your job is not
simply to fill a job. Make certain that what you have to offer is being utilized. This depends in great
measure on how you select and apply your self-development efforts. Others can advise, but you must
furnish the attitude, initiative, and application to make your self-development a reality.

“Think time”

Thinking is a natural human activity. It is an excellent method of self-help. The secret of doing something
well is to spend some time thinking about it. Supervisors should reserve a fixed place and time for
thinking. The first or last 15 minutes of each workday are generally good “think times.” This helps to
ensure that time to think has priority. To begin your thinking, skim the areas or things you deal with.
Give preference to those areas which you feel have some potential for improvement. Make no attempt
to find the solution or improvement at this stage. It may come later-either spontaneously or after
concentration. During these initial stages, you should merely try to identify the areas. Next, select an
area that needs improvement. Concentrate on this single area. Look into various elements of this area
without being concerned whether a possible thought for its solution is feasible or not. Jot down your
thoughts and ideas. If you find a solution is not forthcoming, proceed to the next identified area and
repeat the process for this new area. You will find that ideas for one area help in coming up with
solutions in another area. Out of all of this will emerge tentative answers. They may result from logical
handling of your thoughts and ideas but more likely will emerge when you least expect them-early in the
morning when you arise, late at night while listening to music, or while watching a sporting event.
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Employing think time is helpful in becoming mentally sharp and more alert. In times of difficulty, people
commonly turn their thoughts to other, brighter things. Thinking helps to ease the difficulty, to find a
way out, and to achieve solutions to problems that otherwise would not be possible.

Creativity

Closely associated with self-improvement and think time is creativity. Creativity governs progress. The
best solution to a supervisory problem may not be found by logical deduction of known facts, but by
thinking up a new idea that uses an entirely new concept. Creativity can likewise play a major role in the
development and advancement of a supervisor.

Everyone can be creative. It is not a mysterious power given to a select few. Typically, the person who
believes “creativity is not my bag” has never tried to use his or her creative powers. One key to being
creative is to concentrate. Think of only one problem or subject at a time and strive to get as many
different ideas as you can. Forget about whether they are practical or not. The initial step is to get a
volume of ideas. The evaluation of each idea takes place later. Also important is the use of your
unconscious brain. To do this, rest your conscious mind when you feel tired. The unconscious brain takes
over and reviews and relates thoughts the conscious mind produced. Commonly this is called “sleeping
over the problem.” In addition, be persistent. Keep trying because useful ideas seldom result from the
first attempts. You may well go over many ideas before you discover the one suited for the situation.
Last, implement the idea. This can be a difficult step. It has been said that the most difficult task in the
world is to drive an idea through the skull of a human being. As was discussed in Chapter 17, the
common reaction to a new idea is to turn it down. “It’s not practical,” “We have tried that before,” and
“Too much time will be required” are typical reactions.

Figure 21-2 presents some suggestions for gaining acceptance of your ideas.

FIGURE 21-2
How to get your ideas accepted

1. State the problem and why it needs to be solved. If a current practice is to be revised, explain
why the change is necessary or desirable.

2. Prepare a rebuttal for each of the several possible turndowns you feel might be given.

3. Stress the benefits of your idea. Support your viewpoint with factual data such as a short
payback period, lower direct labor cost, and safer working conditions.

4. Make your presentation complete by including answers to each objection likely to arise in
implementing your idea. In essence, this means less, not more, work for the person to whom
the idea is being presented.

Indicate whether each of the following statements is true or false.
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1. Most successful self-development programs for supervisors are broad and encompass many
actions so that the supervisor’s entire educational base is broadened.

2. If you are past the age of 45, it is generally too late to start improving yourself through
additional formal education.

3. When engaging in think time it is best to initially skim the areas or things you deal with and not
make attempts to find improvements.

4. Every supervisor can be creative.

Answers

1. False. A self-development program can be too broad. It is best to concentrate on relatively few
actions at any given time and master them before moving to other areas.

2. False. It is never too late to start improving yourself through education.
True. It is best not to worry about solutions or improvements in the initial stages; these will
come later.

4. True. Creativity is not a mysterious power given to a select few. One key to being creative is to

concentrate on it.
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Chapter 21 Review Questions

1. Self-development programs for supervisors will NOT include:

In-house organizational training

A broad number of improvement activities
College courses or seminars

Time for thinking and creativity

o0 ® >

2. Thinking up new ideas that are based entirely on new concepts is designated as:

Meeting time
Think time
Creative time

0 w»

Educational time
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Glossary

Accident proneness—A condition whereby certain employees, due to their physical and mental makeup,
are more susceptible to accidents than others

Appraisal---the supervisor’s judgment and evaluation of a group member’s contributions and abilities in
performing work and also in the potential to perform certain work.

Authority—the right to command and expend resources.

Brainstorming—a form of group decision-making that involves presenting a problem and then allowing
the group to develop ideas for solutions.

Budget—a statement of expected results or requirements expressed in financial or numerical terms.
Controlling—following up and applying corrective action if needed to obtain satisfactory results.
Decision making—selecting a course of action designed to solve a problem.

Ethics—standards or principles of conduct used to govern the behavior of an individual or group of
individuals.

Flow process chart—a graphic representation which shows, from top to bottom, the successive detailed
steps in work performance.

Formal organization—that organization formed with official sanction.
Frequency rate—a measurement of the frequency with which disabling injuries are sustained.

Grapevine—the communication system that results from the informal organization. Superimposed upon
the formal organization, the informal organization nurtures and carries much important information.

Grievance—a formal dispute between management and an employee, or employees, over some
condition of employment.

Group dynamics—interactions among a group of people who depend upon one another and share
fundamental ideas of activities.

Human needs—consist of physical, psychological, and social needs a person strives to satisfy.

Informal organization—the unofficial organization existing due to commonness of work, goals, or social
interests of people within an organization.

Job enrichment—the building into an individual job of a greater scope of personal achievement,
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responsibility, and recognition.

Management by objectives (MBO)—a style of supervising based on cooperative approach to setting
objectives. Resource allocation refers to the efficient allocation of people, materials, and equipment in
order to successfully meet the objectives that have been established. Routing involves determining the
best sequence of operations.

Methods improvement—the organized application of common sense to find easier and better ways of
doing work by the elimination of waste of any kind including energy, time, space, material, and
equipment.

Motivation—the process of getting a person to exert a high degree of effort.

Nondirective counseling—the technique of having the employee diagnose his or her problem, develop
solutions, and decide what to do. Assistance by the supervisor is given upon request of the counselee.

Objectives—concerned with direction and destination; they outline the desired results.

Occupational Safety and Health Act (OSHA)—a federal law designed to attain, promote, and maintain
safe and healthful working conditions.

Organizational politics—the practice of using means other than merit or good performance for
bettering your position or gaining favor in the organization.

Organizing—involves distributing the work among the work group and arranging the work so that it
flows smoothly.

Planning—involves determining the most effective means of achieving the work to be done.

Responsibility—accountability for reaching objectives, using resources properly, and adhering to
organizational policy.

Routing—determining path of flow of work as it progresses through the office or factory.

Scheduling work—develops the precise timetable that is to be followed in producing the products or
services.

Span of control—the number of employees a supervisor can effectively manage.

Supervising—the process of encouraging the members of a work unit to contribute positively toward
accomplishing the organizational goals.

Supervisory counseling—involves the willingness and the availability of supervisors to talk over personal
problems with their employees.

Theory X—certain assumptions about the nature and behavior of man. The indolent characteristics of
man are highlighted.
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Theory Y—certain assumptions about the nature and behavior of man. Self-expression and self -

freedom are fundamental.

Work simplification—organized application of common sense to determine easier and better ways of
doing work.
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Review Question Answers

Chapter 1 Review Questions

1. The supervisor to be effective in his/her position needs more

A

Incorrect. Planning involves determining the most effective means of achieving the work to be
done. The supervisor’s work is heavily oriented to helping operative employees achieve effective
performance tasks intimately related to motivating and controlling.

Incorrect. Technical skills are basic skills needed to perform a work assignment. These refer to
such things as job knowledge-knowledge of machines, processes, and methods of production.
Correct. Normally the supervisor spends more time on motivating and controlling than on
planning and organizing. This happens because these functions are of greatest significance at
the supervisory level. The supervisor’s work is heavily oriented to helping operative employees
achieve effective performance-a task intimately related to motivating and controlling.

Incorrect. Administrative skills are upper management functions and not functions of
supervision. These refer to understanding the organization and how it works —understanding
the planning, organizing, and controlling functions of supervision.

2. Effective supervisors succeed by:

A.

Incorrect. Trying to be one of the gang is why supervisors fail. Being a supervisor may require
decisions that are not always popular. Thus, the supervisor must learn to maintain a balance
between good human relations and being one of the gang.

Incorrect. Improper use of authority is why supervisors fail. It is sometimes difficult to
remember that the use of authority alone does not get the support and cooperation of the
employees. It is just as important to learn when not to use authority as to learn when to use it.
Correct. Effective supervisors succeed by demonstrating a willingness to delegate. New
supervisors are especially reluctant to delegate. This happens because they have been
accustomed to doing everything themselves in their previous job.

Incorrect. A lack of desire for the job is why supervisors fail. Unfortunately, many people are
promoted into supervision merely because of their technical skills, not because of their desire to
be a supervisor. Regardless of one’s technical skills, the desire to be a supervisor is necessary for
success.

192




Chapter 2 Review Questions

1. Positive aspects of group decision making include:

A.

Incorrect. A group that takes more time to make decisions is a negative aspect of group decision
making. Because group decisions almost always require more time, an individual decision is
generally best when there is a critical time limitation.

Correct. Positive aspects of group decisions include the fact that the group generally develops a
wider range of alternatives. A person who participates in reaching a decision feels a
commitment to make it work. The value of this approach is not limited to the final decision. A
more complete understanding of what alternatives were considered and how each was
evaluated can be of enormous help in getting the group to accept change. This is especially true
if those who must implement the change are the ones who participate in the decision.

Incorrect. Domination or control by one individual is a negative aspect. The natural pressure to
conform can also inhibit certain group members.

Incorrect. Conforming is a negative aspect of group decision making. The natural pressure to
conform can also inhibit certain group members.

2. Many supervisors fall into the traps of decision making by:

A

Correct. Many supervisors fall into the traps of decision making by creating crisis situations.
Some supervisors seem to delight in turning all decision situations into crisis situations. A true
crisis occurs when the decision must be made under extreme time constraints. In actuality, very
few crises occur naturally. What happens is that a normal situation is transferred into a crisis
situation by the supervisor. Even when a true crisis does occur, the supervisor must learn to
remain calm and think clearly.

Incorrect. Consulting with others is a successful aspect of the decision making process. Seeking
the opinion of others who may know something about the problem can also be helpful. It is easy
to become so involved in a particular problem that the supervisor cannot see the alternatives
available.

Incorrect. Admitting mistakes is a successful aspect of the decision making process. No one
makes the best decision every time. If a supervisor makes a bad decision, it is best to admit it
and do what is necessary to correct it. The worst possible course is to try to force a bad decision
into being a good decision.

Incorrect. If a similar decision situation has occurred in the past, supervisors should draw upon
that previous experience. If a certain situation seems to be constantly recurring, it is usually
helpful to implement a policy covering the situation.
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Chapter 3 Review Questions

1. Establishing supervisory objectives should include all EXCEPT:

A.

Incorrect. Measurable or verifiable objectives are a successfully proven method in establishing
objectives. Generally, the objectives should be expressed in quantitative terms and should
include a stated time frame for completion. An objective to “minimize costs” is commendable
but not measurable. How does a supervisor ever know if costs have been minimized? In reality,
the only way to truly minimize costs is to have zero costs! A much better way of stating this
objective would be “to reduce costs by 5 percent by the end of next quarter.”

Incorrect. Involving those responsible for achieving the objectives is a successfully proven
method for establishing objectives. Most employees want to participate and be asked for their
opinions and suggestions. Employees are more committed to the successful achievement of
objectives that they have helped develop. Objectives that are simply announced by the
supervisor are less likely to be achieved.

Correct. Supervisory objectives are usually derived from the plans and objectives of higher
levels of management. They set work targets that the department or work group is expected to
achieve. Normally, supervisory objectives are expressed in detail, are precise, and are of a short-
range nature. In fact, the majority of supervisory objectives deal with weekly, monthly, or
quarterly time periods.

Incorrect. Having challenging but realistic goals is a successful method to achieve the realistic
goals. People are motivated by achieving difficult, but not impossible, goals. The key is for the
objective to be challenging and realistic. Employees should be required to “reach,” but the
objective should also be within their capabilities.

2. Individual attitudes toward personal goals include:

A.

Incorrect. Increasing production by 10% in the next month is an approved and an attainable
company objective.

Correct. Individual attitudes toward personal goals include increasing production by 10% in the
next month. It is natural for most people to want to achieve certain things. Personal objectives
deal with these wants. Because these objectives personalize and reinforce the work objectives,
their accomplishment is necessary to get maximum individual performance.

Incorrect. Reducing absenteeism by 15% is an approved company objective that can be
implemented.

Incorrect. Improve the quality of production by 2% is an approved and an obtainable company
objective.
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3. A company has a compensation system for its managers based on a management-by-objectives
(MBO) approach. The essential premise of MBO is that

A.
B.

Incorrect. MBO goals may be set in terms of quantitative measures (such as sales dollars).
Incorrect. Self-directives, highly personalized supervision, and encouragement to the individual
to operate as a whole person within the context of the organization are features of MBO.
Supervisors serve as resource people to assist all employees to reach their agreed-upon
objectives. In effect, all employees become supervisors of their own work and are free to act
within the outlined constraints.

Correct. The hallmark of MBO is the mutual setting of goals by the superior and the subordinate
as a basis for performance evaluation. Based on the Theory Y philosophy that employees want
to work hard if they know what is expected, MBO requires top management participation and
commitment to the program, integration of the objectives for all subunits into a compatible
system directed toward accomplishment of overall goals, provision for regular reporting of
performance, and free and honest communication between superior and subordinates.
Subordinates must make careful assessments of their abilities and their interests, and managers
must "coach" subordinates rather than dictate their proper goals. Both sides must maintain
flexibility to accommodate unforeseen changes, and the review and analysis of results before
setting the next round of goals is a vital part of the process.

Incorrect. Goal setting should be participative. The key to success here is that supervisors and
employees have an open exchange of ideas. After the work objectives and the means for
achieving these objectives have been agreed upon, employees have a blueprint of the work
results they are expected to achieve.

4. Which of the following is a weakness of using MBO for motivating employees?

A.

Incorrect. Employee believes that if they are in control they will feel more responsible for
achieving goals.

Correct. MBO is the process by which a manager and his/her subordinate work together to
formulate the objectives and goals of the subordinate. One of the weaknesses of MBO is that
emphasis on quantitative factors may cause employees to focus on ends rather than means.
Thus, MBO may jeopardize the quality of the organization's output.

Incorrect. Employees’ participation in goal setting helps clarify goals and motivates the
employee.

Incorrect. An employee's trust in the team approach helps make the work atmosphere more
positive.

5. MBO managers are most likely to believe that employees
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Incorrect. It is a characteristic that Theory X managers attribute to their employees. The
employees are rewarded in MBO for their successful accomplishment in achieving their goals
and are motivated to do their best.

Incorrect. It is a characteristic that Theory X managers attribute to their employees. Self-
actualization and self-motivation are characteristics of MBO that it increases the likelihood of
employees take responsibility for their actions.

Incorrect. It is a characteristic that Theory X managers attribute to their employees. One of the
key attributes of MBO is to reward employees for meeting their objectives.

Correct. MBO managers believe that employees are committed to achieving objectives, working
hard to receive the rewards of achievement, and striving for self-actualization. The MBO view is
that employees enjoy work, need little supervision, seek responsibility, and are imaginative
problem solvers.

6. A company has a compensation system for its managers based on a management-by-objectives

(MBO) approach. The essential premise of MBO is that

A

D.

Incorrect. MBO goals may be set in terms of quantitative measures (such as sales dollars) or
qualitative ones (such as improved service).

Incorrect. It describes management by exception.

Correct. The hallmark of MBO is the mutual setting of goals by the superior and the subordinate
as a basis for performance evaluation. Based on the Theory Y philosophy that employees want
to work hard if they know what is expected, MBO requires top management participation and
commitment to the program, integration of the objectives for all subunits into a compatible
system directed toward accomplishment of overall goals, provision for regular reporting of
performance, and free and honest communication between superior and subordinates.
Subordinates must make careful assessments of their abilities and their interests, and managers
must “coach” subordinates rather than dictate their proper goals. Both sides must maintain
flexibility to accommodate unforeseen changes, and the review and analysis of results before
setting the next round of goals is a vital part of the process.

Incorrect. Goal setting should be participative.

Chapter 4 Review Questions

1. When a supervisor develops planning activities he should take into account all of the following

EXCEPT:
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Incorrect. Planning an activity should take into account what must be done. Precisely, what
actions must be taken to reach the stated objectives? The supervisor must be sure that all
actions taken contribute to the accomplishment of the objectives.

Incorrect. Planning an activity should take into account why it must be done and should not be
excluded. The supervisor is expected to make the detailed plans for the department.
Furthermore, the supervisor is expected to handle departmental planning adjustments that
arise due to changes and emergencies within the department.

Incorrect. Planning an activity should take into account when it should be done. The supervisor
must decide how to coordinate the necessary actions with other activities. Dates and times
should be selected and coordinated.

Correct. Upper level planning is usually relatively long range covering perhaps six months, a
year, or two years. In contrast, the supervisor’s planning is typically short range-of the near-at-
hand, day-to-day, week-to-week variety

2. Control usually takes place after planning and should NOT include:

A

Incorrect. Establishing performance standards is one of the three primary steps in the control
process. Although designed to reflect normal output, standards include allowances for rest,
delays that occur as part of the job, time for personnel needs, time for equipment maintenance,
and allowances for physical fatigue.

Incorrect. Controls should be designed to alert the supervisor to problems or potential problems
before they become critical. Control means knowing what is actually happening in comparison
to what was planned.

Correct. Control usually takes place after planning. Control is accomplished by comparing actual
performance to predetermined standards or objectives and then taking action to correct any
deviations from the standard. Thus, the control process includes three primary steps: (1)
establishing performance standards, (2) monitoring performance and comparing to standards,
and (3) taking necessary corrective actions.

Incorrect. Taking necessary corrective action is one of the three primary steps in the control
process. Once a path of corrective action has been decided upon, it must be carefully
implemented. The style and method used to take corrective action can greatly affect the results
achieved.

Chapter 5 Review Questions

1. Responsibilities of a typical line supervisor include all of the following EXCEPT:
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A. Incorrect. Assigning specific duties to each subordinate is a line responsibility. Supervisors’
authority is determined by upper levels of management and is implemented through the
organization structure. The amount of authority given to supervisors varies with the situation.
For example, some supervisors may be given much more authority to make work assignments
than others.

B. Correct. Staff authority is used to support and advise line authority. It is helpful to think of staff
as being “non-line” and as being designed to contribute to the efficiency and maintenance of
the organization. For example, the personnel department is considered to have staff authority.
This authority is normally limited to making recommendations to the line personnel.
Customarily the staff manager exercises authority to a line of authority, whereas the line
manager exercises authority along a line of authority.

C. Incorrect. Authorizing overtime is a line responsibility. The priorities associated with different
projects naturally vary. The amount of notice that the supervisor receives concerning the project
also varies with the project. Emergencies are usually totally unpredictable and generally carry a
high priority. While it is not possible to eliminate all emergencies, good organization and good
planning can reduce their occurrence.

D. Incorrect. Counseling employees is a line responsibility. Staff authority is entirely different. Staff
authority is used to support and advise line authority. It is helpful to think of staff as being “non-
line” and as being designed to contribute to the efficiency and maintenance of the organization.
Staff personnel are generally specialists in a particular field.

2. Supervisors should:

A. Correct. Supervisors should not make decisions that have been delegated to subordinates.
Supervisors can delegate responsibilities in the sense of making their employees responsible for
certain actions. However, this delegation does not make supervisors any less responsible.

B. Incorrect. Doing it themselves because they want it done right is a reason why supervisors fail to
delegate and is not effective supervision. This attitude reveals that supervisors not only do not
understand the supervisory process, but also shows that supervisors have done a poor job of
selecting and training their employees. Thus, they do not have time to perform their
supervisory tasks.

C. Incorrect. Having a fear of an employee looking better than them is a reason why supervisors fail
to delegate and is not effective supervision. Such fears are totally unfounded for good
supervisors. A supervisor’s performance is, for the most part, a reflection of the performance of
his or her employees. If supervisors’ employees look good, the supervisor looks good. If the
employee looks bad, the supervisor looks bad.

D. Incorrect. Having preconceived ideas about a subordinate’s capability to perform a job is a
reason why supervisors fail to delegate and is not effective supervision. Sometimes supervisors
erroneously jump to conclusions concerning the capabilities of subordinates. A supervisor might
form a negative opinion about an employee’s ability based on one occurrence. Further, this
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occurrence may be very unrepresentative of the employee, or the supervisor may be unaware
of the circumstances surrounding the occurrence.

Chapter 6 Review Questions

1. Effective tips for listening include all of the following accept:

Incorrect. Stop talking is a good listening habit. You cannot listen if you are talking.

Correct. Effective tips for listening include trying to see the other person’s point of view while
listening attentively.

Incorrect. Putting the talker at ease is a good listening habit. Creating a permissive environment
for the speaker helps them feel free to talk.

Incorrect. Removing distractions is a good listening habit. Removing any distractions or
disturbances creates a friendlier listening atmosphere for both the speaker and the listeners.

2. To improve writing skills you should:

Incorrect. Listening to what others have to say is a verbal skill.

Incorrect. Ask for feedback from friends about their perception of your one-on-one verbal skills.
Don’t be hurt if they point out weaknesses. Learn from the feedback.

Correct. To improve writing skills you should outline on paper your thoughts before preparing
the final draft. The supervisor’s writing skills are most frequently used when communicating
within the formal organization. Memos, written disciplinary actions and reports require effective
writing skills.

Incorrect. Tape-recording your ideas is a verbal activity. If possible, tape record yourself during a
one-on-one session. Listen to your voices; eliminate such phrases as “you know” and other
personalized expressions that detract from your communication effectiveness.

Chapter 7 Review Questions

1. In the hierarchy of human needs the need to belong or feel accepted and loved is:

A. Correct. In the hierarchy of human needs the need to belong or feel accepted and loved is the

social need. All humans have needs-physical, psychological, and social. The desire to satisfy
them conditions their behavior. What needs particular individuals have and how they strive to
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satisfy them will vary because of individual differences. Psychologist A. H. Maslow has identified
five basic needs: (1) physical, (2) safety, (3) social, (4) esteem, and (5) self-actualization.
Incorrect. Safety is the need for security and protection.

Incorrect. Esteem is the need for recognition or prestige.

Incorrect. Self-actualization is the need for challenge or intellectual curiosity.

2. Things that a supervisor can do to affect employee motivation will NOT include:

A.

Incorrect. Making work interesting is an effective method of motivating employees. Supervisors
should carefully examine each job under their control. They should constantly ask, “Can this job
be enriched in order to make the job more challenging?” Doing the same simple task over and
over again every minute of the workday can quickly lead to employee apathy and boredom.
Incorrect. Relating rewards to performance is an effective method of motivating employees.
They can include the assignment of preferred tasks or some type of formal recognition. The
costs of failing to relate rewards to performance are great. Not only are the low performers not
motivated to do more, but the high performers are motivated to do less. Every supervisor
should strive to relate rewards directly to performance.

Correct. Different people want different things from their jobs. To treat everyone the same
ignores these differences. In today’s highly impersonal world, there is an increasing tendency to
treat employees as if they are computer numbers. Most people like to receive special attention
and to be treated as individuals. Such attention raises people’s self-esteem and makes them feel
a part of the organization. Treating employees as individuals usually results in more frequent
and candid interaction between the supervisors and the employees. In such a climate,
employees naturally feel more like talking over their ideas with the supervisors.

Incorrect. Providing accurate and timely feedback is an effective method of motivating
employees. A lack of feedback usually produces frustration in employees. This frustration often
has a negative impact on employee performance. Proving accurate and timely feedback involves
more than just regularly scheduled performance appraisals. Providing effective feedback can
involves providing informal feedback on a regular basis.

3. ATheory X manager most likely believes that employees

A.

Incorrect. It is a characteristic that McGregor's Theory Y and MBO managers attribute to their
employees. People will exercise self-direction and self-control in the service of objectives to
which they are committed.

Incorrect. It is a characteristic that McGregor's Theory Y and MBO managers attribute to their
employees. The capacity to exercise a relatively high degree of imagination, ingenuity, and
creativity in the solution of organizational problems is widely, not narrowly, distributed in the
population.
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C. Correct. In the 1960s, Douglas McGregor developed two theories to describe the extremes of
managers' views of human nature. Theory X is a negative view of people and the way they
interact with the organization. Theory X assumes that people dislike work, must be threatened
with punishment to work toward organizational objectives, require close supervision, avoid
responsibility, and crave security.

D. Incorrect. It is a characteristic that McGregor's Theory Y and MBO managers attribute to their
employees. People will exercise self-direction and self-control in the service of objectives to
which they are committed.

4. Frederick Herzberg postulated a two-factor theory of human behavior that included satisfiers and
dissatisfiers. Which of the following is a dissatisfier?

A. Incorrect. Recognition and status are satisfiers.

B. Correct. Frederick Herzberg’'s two-factor theory of human behavior postulates that there are
two classes of factors in the job situation. Maintenance or hygiene factors (dissatisfiers) are
those the presence of which will not especially motivate people but the absence of which will
diminish performance. These factors are extrinsic to the work itself. They include supervision,
working conditions, interpersonal relations, salary, and status. Motivational factors are those
the absence of which will not diminish performance but the addition or availability of which will
motivate employees. Intrinsic to the work itself, these include achievement, recognition,
challenging work, advancement, growth in the job, and responsibility.

C. Incorrect. Challenging work is a satisfier.

D. Incorrect. Responsibility is a satisfier.

5. Which of the following motivation theories is based on Japanese management practices?

A. Incorrect. Theory X defines the extreme of the autocratic manager; it assumes that employees
have an inherent dislike of work.

B. Incorrect. McGregor’s Theory Y is the opposite of Theory X, wherein a permissive manager can
accomplish much by allowing employees to exercise self-direction and self-control in their work
efforts.

C. Correct. Ouchi’s Theory Z is based on the Japanese practice of providing long-term employment
to workers. This creates job loyalty with a goal of achieving a long-range orientation among
workers.

D. Incorrect. Herzberg’s Two-Factor Theory postulated two classes of factors in the job situation—
satisfiers (motivational factors) and dissatisfiers (maintenance factors).
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6. Which of the following motivational theories are most alike in that they assume employees want to

work and can do so unsupervised?

A.

Incorrect. Theory X assumes that employees have an inherent dislike of work and will avoid it if
possible.

Correct. Ouchi’s Theory Z is based on the Japanese practice of providing long-term employment
to workers. Decisions are made on a team basis, and trust is an important aspect of the theory,
including the issue of trusting employees to complete their work satisfactorily and unsupervised.
Theory Y assumes that employees like to work and will do so unsupervised.

Incorrect. Theory X assumes that employees dislike work.

Incorrect. Herzberg’s theory looks at what motivates workers rather than on how workers feel
about work itself.

7. Connections Inc., the largest provider of mental health services in its area, was encountering

personnel problems. Their facilities housed many clients, but funding never seemed adequate to hire

quality, live-in staff. A new administrator is determined to facilitate long-term employment of the best

possible care-giving staff. Besides paying better wages, she feels it is important that the staff be strongly

motivated by the work itself. According to Maslow’s hierarchy of needs, the best employees would have

a need for

A

Correct. Self-actualization is the highest level need in Maslow’s hierarchy. Self-actualization
refers to the desire to become what one is capable of becoming, to realize one’s potential and
accomplish to the limit of one’s ability. It becomes important only after the lower level needs
have been met. The work itself becomes the motivator after all lower level needs are satisfied.
Incorrect. Esteem is the need to be valued, which is satisfied by power, prestige, status, and self-
confidence.

Incorrect. Belonging is the need to be accepted by others, which would not be applicable when
the desire is to have people motivated by the work itself.

Incorrect. Safety and security are met by higher wages. The question asks for something above
and beyond higher wages.

8. Job enrichment is a motivational approach used by management that

A.

Incorrect. Job enrichment is based on the assumption that employees who have qualitatively
improved jobs need less supervision.

Incorrect. Survival needs are at the bottom of Maslow’s hierarchy. Job enrichment seeks to
meet the higher-level needs (affiliation, esteem, and self-actualization).
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Incorrect. The intrinsic factors (challenge, growth, responsibility, etc.) are relevant to job
enrichment.

Correct. Job enrichment increases the scope of boring, repetitive tasks by using more of the
employee’s skills and allowing the employee more power to make decisions concerning the job,
such as order of tasks, etc. Thus, it encourages worker participation in decisions previously
made by management.

Chapter 8 Review Questions

1. The new employee should NOT be expected to:

A.

Incorrect. Every new employee should receive a welcome and introduction to fellow employees.
Introduction to the department and fellow workers can reduce tension and create a more
harmonious environment.

Correct. The new employee should not be expected to start working without knowledge of his
duties and responsibilities. If a formal orientation program is not possible, new employees
should receive informal orientation either from their fellow workers or from the supervisor.
Good, well-planned orientation programs reduce job-learning time, improve attendance, and
lead to higher output.

Incorrect. Every new employee should be given a run down on general business office practices.
What is expected of the new employee: attitude, reliability, initiative, emotional maturity, and
personal appearance, job functions and responsibilities, rules, regulations, policies, and
procedures?

Incorrect. Every new employee should be informed on: Pay procedure, benefits, salary, job
security, insurance, recreational facilities, employee activities, rest periods, holidays, vacation,
sick leaves, leave of absence, tuition refund, pension.

2. Conditions for effective learning will NOT include:

A.

Incorrect. Self-motivation is an effective condition required for learning. A fundamental aspect
of all training is creating within the trainee an intense desire to learn. In the final analysis, all
learning is self-learning. The training program provides the opportunity to learn, but if the
trainee does not want to learn or is not willing to make the required effort, the learning will not
be effective.

Correct. Effective learning is an active process that requires commitment and participation by
the participants. Lack of positive reinforcement is a common error in training. When employees
are praised for doing a job correctly, then they are likely to be motivated to do it correctly again.
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Too many supervisors only point out mistakes. Praise and recognition of trainees can be a very
effective means of teaching.

Incorrect. Guidance from a mentor is an effective condition for learning. Peers can effectively
motivate fellow employees to facilitate learning.

Incorrect. Varied learning methods are effective conditions for learning. Different employees
have different capabilities and prior knowledge. The training program should provide a variety
of opportunities to learn as well as several methods to effectively meet every employee’s
capabilities to learn.

Chapter 9 Review Questions

1. For group dynamics to be effective, group members should:

A. A is incorrect Individual goals are concepts that will negate group dynamics. Each member

cannot seek individual special interests, for to do so place the group in jeopardy.

Incorrect. Seeking individual special interests are concepts the will negate group dynamics. The
term group dynamics refers to interactions among a group of people who depend upon one
another and share fundamental ideas or activities. Several elements must be present in order
for group dynamics to be effective. Group members must have a common goal, mutual like and
trust for each other, and knowledge of the exchanges involved in terms of such things as
rewards, results, and cost. Unanimity of purpose is essential.

Correct. For group dynamics to be effective, group members should share fundamental ideas
and have mutual trust. Getting work accomplished effectively and under conditions satisfactory
to all concerned is the dual task of supervision. This can best be accomplished when the
employees have a high degree of loyalty, interact well with each other, and have high-
performance goals. Supervisors should consciously attempt to build this type of feeling within
their work groups. Developing this type of work group is referred to as “building team effort” or
“developing team spirit.”

Incorrect. Encouraging individual merit will negate group dynamics. A team’s spirit and
productivity are inherently affected by the work situation. The chances are usually best for
achieving a strong team effort when there is a single work activity. A common purpose and
mutual interests tend to promote togetherness and the sharing of ways to accomplish the work
goals.

2. A team’s productivity can be increased by all EXCEPT:

Incorrect. Setting improvement goals is a concept used by supervisors to improve team
productivity. Improvement is sought first in areas of high volume or where present operations

204




appear to be poor. Mutual agreement on where to start is obtained. There should also be
agreement on how the improvement will be determined, but the team should avoid getting
bogged down in measurement schemes.

Incorrect. Removing any obstacles that prevent improvement is a concept used by supervisors
to improve productivity. When a list of obstacles believed to be retarding better production is
created, a lengthy list is likely but it usually can be boiled down to the more common causes:
wrong materials, machine breakdowns, bad maintenance, low quality of work, insufficient
instructions, excess paperwork, poor physical working conditions, the operator’s lack of
freedom to make minor decisions. Full participation should be sought when seeking ways to
remove or minimize these obstacles.

Incorrect. Communicating to all team members the need for improvement is a concept used by
supervisors to improve productivity. The members of a productive team want to know how they
are doing. Information has favorable effects because it tells the group members where the team
stands and gives them recognition for what they are doing. Such information should be
frequently given, along with reasons why actual production may be above or below expectancy.
Correct. A team’s productivity cannot be increased by de-emphasizing the importance of people
in any undertaking. The successful supervisor learns to adapt as changes occur in the behavior of
group members and group goals are modified. An all-out effort is made to identify and improve
goals by working with the members. Proper materials and good equipment are supplied.
Complaints are listened to, and the corrective action, when warranted, is taken without delay.

Chapter 10 Review Questions

1. An activity of counseling employees by a supervisor that will inhibit the employee is:

A.

Incorrect. Getting the employee to talk freely is a helpful concept used by supervisors when
counseling employees. One way to achieve this is to talk about matter-of-fact subjects such as
the employee’s hobby, favorite sport, or family. Casual conversation that may reveal new
insights into the employee’s difficulties should be encouraged.

Incorrect. Being empathic and verifying your understanding of the situation is a helpful concept
used by supervisors when counseling employees. The supervisor must recognize and try to
understand the situation from the employee’s point of view. There will be different views, but
the one that should help identify what corrective action is to be taken, if any, is how the
employee sees it.

Correct. An activity of counseling employees by a supervisor that will inhibit the employee is not
allowing the employee to develop his own solution. The counselor’s function is to help the
employee help to find their own solution. When an employee participates in finding a solution
to his/her problem he or he/she will gain self-confidence and self-reliance.
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Incorrect. Not hurrying the interview is a helpful concept used by supervisors when counseling
employees. Good counseling requires time. If necessary, the interview can be continued at an
additional session. Pauses may indicate that the employee is struggling to organize thoughts or
to comprehend what was just said. It can be a mistake to try to fill up the entire time with
conversation.

2. Characteristics of non-directive counseling include:

A.

Incorrect. Taking control is a characteristic of directive counseling. The term, nondirective
counseling, is used when employees diagnose their own problems, develop their own solutions
and decide what actions they are going to take.

Incorrect. Emphasizing the facts is a characteristic of directive counseling. In nondirective
counseling little direction is given by the supervisor, who takes the restricted yet vital role of
being silent and listening. The supervisor asks a few skillful questions to reveal the details and
the excuses or reasons that shed light on the employee’s problem.

Incorrect. Subject selection is a characteristic of directive counseling. In nondirective counseling
little direction is given by the supervisor, who takes the restricted yet vital role of being silent
and listening.

Correct. Characteristics of non-directive counseling include emphasizing one’s feelings. In this
type of counseling, the supervisor acts like a mirror and merely reflects the employees’ feelings
and beliefs. Hopefully this helps employees to see themselves better and to realize the
possibilities of the corrective actions.

3. When a manager generalizes from the evaluation of one or a few traits to the employee’s total

performance, he or she has made

Incorrect. A judgmental evaluation is based on non-verifiable, subjective criteria.

Correct. The halo effect occurs when the appraiser judges one or a few employee traits and
carries over this judgment to the evaluation of the employee’s other traits. The halo effect can
be positive or negative.

Incorrect. Projection is the process of attributing one’s own traits to another person.

Incorrect. An objective evaluation uses verifiable, often quantitative criteria.

4. A disadvantage of separating performance evaluations from wage-increase decisions is that

A.

Incorrect. An advantage of separating appraisals from wage increases is that more emphasis is
placed on long-term objectives and goals.

Incorrect. This separation does not deprive money of its motivational power, but it does
emphasize other rewards, such as feelings of achievement and the recognition of superiors.
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C. Correct. The employee may not be motivated immediately by a good appraisal because of the
delay in receipt of any monetary reward. The evaluation may also not be taken as seriously by
the employee if compensation is not correlated with performance.

D. Incorrect. An advantage of separating performance evaluations from wage-increase decisions is
that the employee’s good performance can be separated from the overall company’s bad
financial performance.

Chapter 11 Review Questions

1. Absenteeism:

Incorrect. Absenteeism is generally higher on Mondays and Fridays.

® >

Incorrect. Absenteeism has increased in the past 25 years regardless of better health today.
C. Incorrect. There is no evidence that absenteeism is related to distance traveled to work or
weather conditions.

D. Correct. Absenteeism is generally about one half of office workers compared to factory workers.
It has been found that approximately 50 percent of the work force will have perfect attendance.
In general, the high absentee is more difficult to supervise, harder to get along with, and has few
friends. Those employees who are adaptable to change, who are liked by others, and who are
interested in their work tend to have low or no absenteeism.

Chapter 12 Review Questions

1. A negative aspect resulting from conflicts at work include:

A. Incorrect. Causing changes to occur has some positive benefit when properly managed. In
attempting to determine the cause of the conflict and in developing a solution to the conflict,
changes occur.

B. Incorrect. Activating people has some positive benefit when properly managed. Conflict is a
form of communication. Recognizing the conflict may open up new and more effective channels
of communication.

C. Correct. Conflicts at work divert both time and energy from the organizational goals. It is
entirely possible for a conflict to become continuous and cause additional harm to the
organization. It is possible that the conflict may cause one or more employees to leave the
organization. Conflict can adversely affect the health of the involved parties. Intense conflict can
also lead to behaviors such as sabotage, stealing, lying, distortion of information, and other
similar actions that can have negative effects on the organization.
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D. Incorrect. Relieving pent up emotions and feelings has some positive benefits when properly
managed. Conflict can be healthy in that it relieves pent-up emotions and feelings.

2. Conflict passes through several stages. When conflict is out in the open and becomes obvious to
other parties not involved it is described as:

A. Correct. Conflict is a dynamic process that does not usually appear suddenly. In fact, conflict
generally passes through several stages: When conflict is out in the open and becomes obvious
to other parties not involved it is described as manifest conflict.

B. Incorrect. Felt conflict is internal conflict.

C. Incorrect. Latent conflict is a basic conflict where the parties involved have not yet recognized
the existence of the conflict.

D. Incorrect. Perceived conflict is conflict that is recognized by parties not involved.

Chapter 13 Review Questions

1. Minority groups that have suffered various degrees of discrimination in the work place include all
EXCEPT:

A. Incorrect. Older employees over forty have been discriminated against because of their age.

B. Incorrect. Handicapped individuals have been discriminated against because of their physical or
mental handicap.

C. Correct. College students come from all walks-of-life and economic and social status. Although
women and blacks constitute the two largest minority groups, they are by no means the only
groups. Older employees, the physically or mentally handicapped, and other ethnic and racial
groups make up some other frequently encountered minority groups. Minority group members
have basically the same needs and wants as any other workers. Historically, minority groups
have suffered varying degrees of discrimination in the areas of hiring, job assignments, wages,
performance evaluations, promotions, layoffs, recalls, discipline, and discharges.

D. Incorrect. Hispanics have been discriminated against because of their color or race.

2. There is considerable legislation enacted to prevent discrimination against employees in the work
place. The legislation that requires federal contractors to have an affirmative action programs is:

A. Incorrect. Title VII of the Civil Rights Act of 1964 prohibits discrimination based on race, color,
religion, or sex.
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B. Correct. The order requires federal contractors and subcontractors to have affirmative action
programs. The purpose of affirmative action programs is to increase employment opportunities
for women and minorities in all areas of employment. The order further requires that employers
with contracts or subcontracts over $50,000 and 50 or more employees develop and implement
written affirmative action programs.

C. Incorrect. Age discrimination in the Employment Act prohibits discrimination against people 40
to 70 years old in any area of employment.

D. Incorrect. The Rehabilitation Act of 1973 requires contractors to accommodate qualified
handicapped people to work as effectively as other employees.

Chapter 14 Review Questions

1. When confronting a problem employee the supervisor should NOT:

A. Incorrect. Being alert and documenting changes in personality is an acceptable method used to
identify employee problems. The supervisor should also consistently handle the evidence of
poor performance for each employee. Overlooking examples of poor performance because the
employee gives a particularly sad or convincing excuse may only prolong the problem.

B. Incorrect. Being alert to changes in quality and quantity of work is an acceptable method used
to identify employee problems. The supervisor should record evidence of deteriorating
relationships, non-acceptable performance, and inability to follow rules as well as changes in
work output and quality.

C. Cis ‘correct. When confronting a problem employee the supervisor should not restrict criticism
about job performance. Rationalizing that the problem or the reasons for the problems will go
away only prolongs treatment for the problem employee. Overlooking rule violations and
reduced productivity because the employee has personal problems may in fact be the worst
thing a supervisor can do for both the employee and the organization.

D. Incorrect. Being alert to excessive errors or defects is an acceptable method used to identify
employee problem. The supervisor should first confront the employee with specific
performance criticism. Reviewing any available documentation with the employee is a good
approach. It helps the employee to realize that there is documented evidence of poor
performance.

2. In confronting a problem employee the supervisor should:

A. Incorrect. Moralizing on the effects of substance abuse is a negative activity and should not be
used by the supervisor in confronting a problem employee. The supervisor should restrict
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criticism and discussion to job performance. If the employee begins to talk about the problem,
the supervisor should listen.

Incorrect. Being influenced by excuses and stories of woe by the employee is a negative solution
and does not solve the employee’s non-acceptable behavior or problem. The employee when
confronted with his/her problems may become defensive or hostile. The supervisor should not
be influenced by excuses or stories by the employee. Employees who have severe personal
problems have had plenty of practice convincing themselves and others that their problems are
caused by external forces beyond their control.

Correct. In confronting a problem employee the supervisor should emphasize that assistance
will not jeopardize the employee’s job. The supervisor should restrict criticism and discussion to
job performance and improvement. If the employee accepts help, then most organizations
agree to work with the employee on a schedule of improvement. If help is refused, the
employee should be informed of the consequences. Usually if the employee does not accept
assistance and the work performance does not improve, the employee is subject to discharge.
The employee should also be informed that any improvement must be maintained in order to
avoid discipline and discharge.

Incorrect. Threatening the employee with discharge is a negative activity and is not a solution to
the non-acceptable behavior or problem of the employee. Encouraging the continuation of the
improvement by praise and other positive reinforcement is very helpful to the recovering
employee. Also the supervisor must preserve the confidentiality of the employee’s personal
problems and assistance.

Chapter 15 Review Questions

1. Some of the subject areas included in labor contracts will NOT contain:

A.

Incorrect. Rights’ of management is one of the subject areas normally included in labor
contracts. The rights of management are not subject to bargaining.

Incorrect. Rights of the union to represent employees is one of the subject areas normally
included in labor contract. The labor contract, when signed by both parties (the employer and
the union representing the employees), sets the prescribed and agreed to condition under
which the employer, the employees, and the union will work together. Disagreements are
settled by use of a grievance procedure stated in the contract.

Incorrect. Pay rates and benefits are usually included in contracts. Rates and levels of pay and
hours and work schedules are standard items included in labor contracts.

Correct. Some of the subject areas included in labor contracts will not contain restraint of
employees from forming unions. Employers are required by law to bargain collectively with
employees through representatives of the employees’ choice. The National Labor Relations
Board, upon request, conducts union representation elections.
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2. The first step in negotiating a typical grievance with an employee should include all of the following

EXCEPT:

A.

Incorrect. Presenting the complaint to a supervisor by informal discussion is one of the steps in
presenting a formal grievance.

Incorrect. Describing and documenting the grievance in writing is one of the formal steps in
presenting a grievance.

Incorrect. Investigating the facts of the grievance is one of the formal steps in presenting a
grievance.

Correct. The first step in negotiating a typical grievance with an employee should not include
threatening a strike or work slowdown if the grievance is not acted on. The first step usually
involves the complaining employee (called the grievant), the supervisor, and in the case of a
union, the union steward. Subsequent steps involve higher levels of management and the union
hierarchy. Arbitration is usually the final step in the process and it usually begins with an
informal complaint by an employee. Often this complaint will be talked out between the
employee and supervisor before it becomes a formal grievance.

Chapter 16 Review Questions

1. A positive approach to discipline will NOT include:

A.

Incorrect. Oral warnings not being recorded are a suggested step in the active and formal
disciplinary process. A formal discipline procedure usually begins with an oral warning that can
progress through a written warning, suspension, and ultimately, discharge.

Incorrect. Oral warnings being recorded are a suggested step in the active formal disciplinary
process. Oral warnings may be recorded in an employee’s personnel records.

Correct. A positive approach to discipline will not include punishment. A supervisor should view
discipline as a means of encouraging employees to willingly abide by the rules and standards of
the organization.

Incorrect. Suspension or discharge is a suggested step in the active formal disciplinary process.
In most cases supervisors should make every effort to avoid discharging an employee. A
supervisor should view discipline as a means of encouraging employees to willingly abide by the
rules and standards of the organization.

2. Employees should NOT be disciplined for:
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Correct. Employees should not be disciplined for absenteeism relating to family emergencies.
Before disciplinary action is taken, the employee’s motives and reasons for the rule infraction
should be investigated and considered. The employee’s work records should also be a pre-
discipline consideration. The investigation should take place prior to administering discipline. A
supervisor should not discipline and then look for evidence to support the decision.

Incorrect. Absenteeism is a good reason to discipline an employee. A supervisor must not be
afraid to use the disciplinary procedure when it becomes necessary. Failure to act may be
interpreted by employees that the rule is not to be enforced. Supervisory decisions to discipline
after a period of lax enforcement contribute to poor morale and reduced productivity. Failure to
act can also frustrate the employees who are abiding by the rules. Properly applying discipline
can also encourage borderline employees to improve their performance.

Incorrect. Assaulting or fighting with other employees is a good reason to discipline an
employee. In order to maintain effective discipline, supervisors must always follow the rules
that the employees are expected to follow. There is no justifiable reason for supervisors to bend
the rules for themselves or for a favored employee. The employees must realize that the rules
are for everyone. Supervisors should be fair toward all employees

Incorrect. Unacceptable behavior is a good reason to discipline an employee: This can include:
Assault and fighting among employees, horseplay, insubordination, threat or assault of
management representative, abusive language to supervisor, profane or abusive language to
other employees or personnel.

Chapter 17 Review Questions

1. Costs that are directly involved in the creation of a product or service are categorized as:

A.
B.

Incorrect. Overhead costs include rent, utilities, staff services, research, and advertising.
Incorrect. Maintenance costs include labor and materials for maintenance of the facilities and
equipment. Examples include replacement parts, maintenance personnel, and repair bills.
Correct. Costs that are directly involved in the creation of a product or service are categorized as
direct labor costs. These are expenditures for labor that are directly involved in the creation of
the product or service. Examples include machine operators, claims processors, bank tellers,
assembly line workers, and salespeople.

Incorrect. Operating supply costs are related to operations rather than production of products
or services. Examples include brochures explaining a service, cleaning compounds, safety
clothing, and office supplies.

2. Cost-reduction strategies include all EXCEPT:
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Incorrect. Increase output with the same or fewer resources is a proven cost- reduction strategy.
This reduces the cost per item of product of service. The supervisor should always try to operate
at the level of output that will result in the greatest efficiency. Unfortunately, supervisors are
often drastically limited in this area in unionized shops.

Correct. Cost-reduction strategies do not include minimizing the cost of training employees.
Employees who properly understand their jobs are more efficient than those who don’t. Usually
any front-end investments in training are made up through increased job efficiency.

Incorrect. Making better use of work time and establishing work standards is a proven cost-
reduction strategy. The focus here is on eliminating any unnecessary activities. This may involve
the establishment of work standards and the improvement of work methods.

Incorrect. Regulating work- flow and minimizing waste is an acceptable and proven cost-
reduction strategy. A regular, steady flow with no bottlenecks and no equipment breakdowns is
desirable. Irregular flows with many peaks and valleys are usually inefficient and often require
the use of costly overtime.

Chapter 18 Review Questions

1. Some specific hazards that cause accidents include:

A

Incorrect. Making work interesting is a procedure used by supervisors to prevent accidents.
Uninteresting work can lead to boredom, fatigue, and stress, all of which can cause accidents.
Incorrect. Familiarity with safety policies and procedures is a procedure used by supervisors to
prevent accidents. Safety instruction should be an integral part of orienting and training
employees. Employees cannot be expected to use safe methods if they don’t know what they
are. Clear instructions regarding safety methods and procedures should be a part of every
orientation program.

Correct. Some specific hazards that cause accidents include poor housekeeping. Accidents
generally are the result of a combination of circumstances and events. The circumstances and
events causing accidents usually result from either unsafe personal acts or an unsafe physical
environment or both. Encourage employers and employees to reduce work place hazards and to
implement new or improved existing safety and health programs.

Incorrect. Knowledge of safety equipment and its location is a procedure used by supervisors to
prevent accidents. The proper training and safety knowledge can insure that the respective
jobholders use the proper safety devices and wear the proper protective equipment.

2. Under the Occupation Safety and Health Administration (OSHA) requirements the supervisor has the
responsibility to report all accidents within six days EXCEPT for:
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Incorrect. Injuries resulting in death must be reported under OSHA regulations from the time
the employer learns of the accident or illness. Record of Occupational Injuries and lliness are
required. Injury forms must also be completed within six working days from the time the
employer learns of the accident or illness. Only those injuries and illnesses resulting in deaths,
lost workdays, loss of consciousness, restriction of work or motion, transfer to another job, or
medical treatment must be reported.

Incorrect. Loss of consciousness injuries must be reported under OSHA regulations to be in
compliance with the OSHA regulations.

Incorrect. Under OSHA regulations any injury restricting work or motion must be reported
within the legal time frame specified by OSHA.

Correct. Under the Occupation Safety and Health Administration (OSHA) requirements the
supervisor has the responsibility to report all accidents within six days except for injuries
requiring temporary first aid. The Occupational Safety and Health Administration of the U.S.
Department of Labor enforce this act which covers all businesses in commerce with one or more
employees. There are certain exceptions such as businesses employing only family.

3. Which of the following statements is correct regarding the scope and provisions of the Occupational
Safety and Health Act (OSHA)?

A

Incorrect. The purpose of OSHA is to assure safe and healthy working conditions in the place of
employment and to prevent injuries. The act does not ensure a workplace free from risk.
Correct. OSHA prohibits an employer from discharging or discriminating against any employee
who exercises a right under the act, in particular, if an employee reveals OSHA violations.
Incorrect. An OSHA inspection is a search within the meaning of the Fourth Amendment, and
when an employer objects to such an inspection, the OSHA  representatives are required to
obtain a search warrant.

Incorrect. OSHA does not preempt state regulation of workplace safety. However, state
regulation must not conflict with the provisions of OSHA.

Chapter 19 Review Questions

1. Supervisors must set an example or ethical tone for employees in the work place because it:

A.

Incorrect. The category of loyalty has to do with where supervisors’ loyalties lie. Do they place
their own interests ahead of everything else, or are they dedicated to the goals and needs of the
employees, the organization, their families. Supervisors will not have effective influence unless
their own objectives are viewed positively by the employees. Supervisors who are perceived as
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being only interested in themselves and their future have difficulty in getting the full
cooperation of the employees.

Incorrect. Training and empathy is responsible for better human relations rather than ethical
tone. It is concerned with how supervisors treat other people especially subordinates. Ethics
play a major role in determining how supervisors treat their subordinates. Are the supervisors’
interpersonal dealings honest or do supervisors having a tendency to talk behind people’s backs.
Correct. Supervisors must set an example or ethical tone for employees in the work place
because it prevents covert actions by employees who follow the supervisor’s behavior. The
employees take their cue as to what is acceptable and not acceptable from the supervisor’s
actions. If the supervisor is perceived as being slightly unethical or dishonest, then employees
are likely to feel that similar behavior on their part is acceptable.

Incorrect. An ethical tone by the supervisor strongly influences employee behavior. A
supervisor’s general attitude toward ethics can also greatly affect employee ethics. Failure to
take corrective action in certain situations also affects the ethical tone. Failure to act on the part
of a supervisor is often interpreted by the employees as acceptance.

2. An employee can improve his political position within the organization by all of the following EXCEPT:

A. Correct. An employee cannot improve his political position within the organization by correcting

the boss’ errors and taking credit for the corrections. Organizational politics refers to the
practice of using means other than merit or good performance for bettering your position or
gaining favor in the organization. Organizational politics include such things as trying to
influence the boss, trying to gain power, and trying to gain a competitive edge over your peers.
Self-interest is usually the motivating force behind organizational politics. Organizational politics
can involve unethical behavior. This occurs when individuals pursue their own self-interest to
the exclusion of the company’s goals.

Incorrect. Knowing your boss and showing him respect and loyalty is a technique used to
successfully improve your political position within the organization.

Incorrect. Seizing every opportunity to make your boss look good and taking some of the load
off his/her work is a technique used to successfully improve your political position within an
organization.

Incorrect. Seeking responsibility and authority is a positive technique used to improve your
political position within an organization.

3. Which of the following statements is true?

Incorrect. Organizational politics refers to the practice of using means other than merit or good
performance for bettering your position or gaining favor in the organization.
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Correct. This happens because the relationships involved are different. Generally a supervisor is
in a position to deal directly with problems involving subordinates; this is often not true when
dealing with peers.

Incorrect. The Peter Principle states that people are continually promoted until they eventually
reach their level of incompetence.

Incorrect. Supervisors should not normally be overly anxious to socialize with subordinates.
Rather, a supervisor should let things take their normal course of events.

Chapter 20 Review Questions

1. Time management can be effectively used by supervisors in all the following EXCEPT:

A

Correct. Routine activities should not require the time of the supervisor. They are best
delegated to others who know how they should be performed. Normal activities are bona fide
supervisory work that occurs as a consequence of fulfilling the job of supervision. They account
for the great majority of a supervisor’s time.

Incorrect. Normal activities are supervisor activities that require his time on a recurring basis
and are subject to time management. To start using the available time more effectively, it is
helpful to find out how it is being spent now. What tasks are being performed, and how much
time is being spent in each.

Incorrect. Special activities are the supervisor’s responsibility and are subject to time
management. Special activities are similar to normal activities, with the exception that they are
usually of a nonrecurring type.

Incorrect. Innovative activities represent efforts to develop and use new ideas in supervising the
work performance effort. While relatively small in amount, innovative time is essential and
should be allowed for if the supervisor is to progress.

2. In dealing with paper work required by his job, the supervisor can establish good work habits by

classifying his paper work into three categories which does NOT include:

A.

Incorrect. Requiring action by the supervisor is an effective classification procedure for paper
work needing a response. Letters and memos are one of the more common types of
communication that require a response. Action should be taken on most letters without putting
the letter down. Handwritten responses on the bottom of the letter are usually acceptable. Use
form letters for responses whenever possible.

Incorrect. Needs reading, passing on to someone else or filing can be an effect classification
procedure for paper work needing a response. Many letters and memos can be answered
directly by your secretary. However, you should be sure that your secretary has enough
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information to answer the letter or memo. Delegating the authority to answer certain letters
and memos increases a secretary’s job scope and can be a source of motivation to the secretary.
Incorrect. Need to be thrown away is an effective classification procedure for paper work that
does not require action or filing. Most people have a filing cabinet full of material that they will
never look at again. Knowing what to save and what to throw away and deciding whether
something should be filed or not can be a useful time saver.

Correct. The supervisor can establish good work habits by classifying his paper work into three
categories that include taking action, reading , passing on to someone else, and discarding the
papers. A supervisor who is not swamped with paperwork is rare. Most supervisors must keep
some employee records, prepare or assist in preparing various reports, write letters and memos,
and stay current by reading newsletters, magazines, and trade journals.

Chapter 21 Review Questions

1. Self-development programs for supervisors will NOT include:

A

Incorrect. In-house organizational training is a logical step in self-improvement and should be
included in self-improvement activities. Organizational training programs are popular. An
increasing number of companies have an in-house center and education facility that offers
broad-based learning opportunities for employees, known as corporate university.

Correct. A self-development program can be overly broad. It is best to concentrate on relatively
few actions at any given time, master them, and then move forward to the next logical step. To
keep a self-improvement program on target a written schedule should be prepared and actual
accomplishments be periodically compared to the schedule.

Incorrect. College courses or seminars are a logical step in self-improvement and should not be
excluded. Seminars conducted by professional associations and universities stress discussions
and the exchange of ideas. In addition, they offer the opportunity to talk informally with other
supervisors.

Incorrect. Time for thinking and creativity are logical and successful activities in self-
improvement. It is an excellent method of self-help. The secret of doing something well is to
spend some time thinking about it. Supervisors should reserve a fixed place and time for
thinking. The first or last 15 minutes of each workday are generally good “think times.”

2. Thinking up new ideas that are based entirely on new concepts is designated as:

A.

Incorrect. Meeting times are scheduled meetings designated for safety or labor relations or
required job information.
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Incorrect. Thinking time is usually the first or last 15 minutes of your workday to organize or
evaluate your day’s activities. Employing think time is helpful in becoming mentally sharp and
more alert. In times of difficulty, people commonly turn their thoughts to other to alternative or
creative solutions to problems that affect them. Thinking helps to ease the difficulty, to find a
way out, and to achieve solutions to problems that otherwise would not be possible.

C is “correct. Thinking up new ideas that are based entirely on new concepts is designated as
creative time. Closely associated with self-improvement and think time is creativity. The best
solution to a supervisory problem may not be found by logical deduction of known facts, but by
thinking up a new idea that uses an entirely new concept. Creativity can likewise play a major
role in the development and advancement of a supervisor.

Incorrect. Educational time is scheduled in service training time or class time for college courses
or seminars. Education helps update your knowledge and enlarges your comprehension in your
field. It can keep you knowledgeable on any changes, new technology and innovation currently
being developed in your field of endeavor.
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