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FOREWORD o

The need for strong and competent administrators of vocational education
has long been recognized. The raptd expansion of vocational education pro-
grams and increased student enrollments have resulted In a need for increasing
numbers of trained vocational administrators at both the secondary and post-
secondary level. Preservice and inscrvice administrators need to be well
prepared for the complex and unique skills required to guccessfully direct
vocational programs.

The effective training of local administrators has been hampered by the
limited knowledge of the competencles needed by local administrators and by
the limited ‘availability of competency-based materials tor the preparation of
vocational..administrators. In responsc to this pressing need, the Occupa-
tional and Adult Education Branch of the U.S. Office of Education, under
provisiong of Part C--Research of the Vocational Education Amendments of 1968,

" funded The Center for a scope of work entitled "Development of Competency-

Based" Instructional Matertals for LO(dl Administrators of Vocational Educa-
tion.
i

The ﬁroject hud two major objectives as follows:

e To condyct research to 1d0ntify-pnd'nationally verify the competen-
‘cles considered important to local administrators of vocational
‘education.

e To develop and fleld test a series of prototypic competency-based
instructional packages and a user's guilde.

The identification of’cbmpetencies‘was based upon input from a select
group of experienced vocational adminigtrators participating in a DACUM
(Developidg A Curriculum) workshop d??ﬁthe results of an extensin\and compre-
hensive literature search .and review The merger of the -DACUM and”literature

" review task statements resulted in a list of 191 task statements that described
.all known functions and responsibilities of secondary and post-secondary

vocational administrators. These task statements were submitted by question-
naire to a select national group qf 130 experienced secondary and post- secondary
administrators of vocational education for verification. Ninety-two percent
(92%) of these administrators responded to the verification.questionnaire and
indicated that .166 of the 191 statements were competencles important {median
score of 3.0 or higher) to the job of vocational administrator. For-additional
1nf9rmation about the procedures used to establish the research base upon

which this and other modules in the series were developed, see The Identifica-
tion and National Verification of Competencies Important to Secondary and

Post-secondary Administrators of Vocational Education, available from The
Cefter for Vocational Education. -
3

High‘priority competencies were identifed and six prototypic modules and -
a user's guide were developed, fie¥d tested, and revised. The materials are ' .
organized in modular form for use by both preservice and inservice vocational u
administrators. Each module includes performance objectives, information
sheets, learning activities, and feedback devices to help the module user

N N . ' ) ' /
4 Ciiil ' . '



(learner) acquire the speeitied competency.,  While the modules are bastcally

selt-contained, requiring tew outslde resources, they are not entirely nelf -

Instructional. A quallticd resource person ({nstructor) s required to gutde,
. asslint, and cvaluate the learner’s progresn.

The titles ot the modules, which retlect the competenclen covered are:

Organize and Work with.a Local Vocat tonal Fducation Advisory Councll
Supervise Voeational Educat !m{ Personndl .
Appraise the Personnel Development Needs of Teachers
Establish a Student Placement Service and Coordinate Follow-up
Studies ' ‘ :
¢ e Develop Local Plans for Vocational Hdm".’ltluvn,:,' Part- 1
e Develop Local Plans tor Vocational Edaeatlon:  Part [l

D)
\
o o o O

For more information on the development and field testing procedures : \
‘used, seq The Development of Competency-Based lnHtrmtl(mll Materials for the

Preparat fon of Local Admlnistrntnrq of ‘%unndu_‘y .md I’(mt Sc( nndnr)' Vn»(‘lt"lnnul

Educat l()n. For more inf()rm.ltlnn about the nature and use of the modules, see

the ,uidc to Using Competency- Based Vm.ltinnll Educat_ l()n Adminfgtrator Mate rinls.

Both of these documents are aval l: able from The Center. . . ‘

Several persons contributed to the development of this module on the
supervision of vocational education personnel. Special recognltion goes to
Barry Hobart, CGraduate Rescarch Assoclate, for his extenslve review ot the
literature on the superviston of personmel and for his writing of the manu-
script. :

Thanks are also due to.Kristy L. Ross, Program Assistant, for her editing
and formatting of the module; and to Glen ¥. Fardlg, Research Speclalist, for
his review and critique of the manuscript. Credit for th contributions ~
also goes to Robert E. Norton, Project Director, for his overall guidance and
final content review of the manuscripft; and to James B. Hamilton, Professional
Development in Vocatior~1 Education Program Director, for his guldance and
administrative assistance. .

, t

Finally appreciation is. also extended to Russ Gardner, Kent State Univer-

sity; Aaron~J. Miller, Ohio State_University; Don McNelly, University of

=~ Tennessee; and Charles Parker, Utah State University; who served ag field site
coordinators for the field testing; and to the local administrators of voca-
tional edupatfon who used the modules and provided valuable feedback and *
suggestions ‘for their improvement. N

- . i

3 .

Executive Director
The Center for Vocational Educatlion

Robert E. Taylor ’ -~ |
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o INTRODUCTION | ' J

A ma ')\()r responsibility ot any educat tonal adminastrator o
the supervision ol personnel.  Such supervision cmbraces many
different responsibilities andydemands the application ot g
variety of important personnel and other management skl s,

Eftective manadement technigue:s: ate trequent ly rendered
ineffective because of the tailnre to use appropriate petrsonnel
skills in the supervision ot statt. These are the skilla that
cncourage and support teacher motivation and sat istactiron, anter -
personal relations among satatt and admunistrators, and the
teacher's sense o task responsibibirty and achirevement.

~=p,

’

O
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The administrator's ability to apply thede personnel manage-
ment skills can be-developed by knowing and understanding the i
characteristics and importance.  They Jan alaso be developed
through practice in applying the amportant principles which have
been shown to support them, and through an awarcness of the suc-
cesses that come from applying them.

This module deals with the supervision ol personnhe b by
focusing upon the r‘«'l.lt.(\.f_(\mships; among student learning, teacher
performance, and teacher motivation, It considers these factors
in relation to the supervisor's behavior and the cffecty ot that
behavior on teacher morale and performance. ’ :

AS a vocational administrator responsible for the supervi-
sion of personnel, your role in motivating tcachers andi helping
them to feel a real sense of responsibility and achicvemnent will
be critical to the school's achieving ‘its goals. This module 1s
designed to help you develop the skille necessary to enable you
to supervise efféctively personne b which, in turn, can' lead to
optimum performance by teachers.

’”



Module Structure and Use

A

This module contalng an Introduction and tour sequenttal Tearafay experfences,
OVERVIEWS, which precede cach tearntog expertence, contain the objective tor
that experfence and a brict descelption of what the learnlng experfence

fnvolves.

!

Ob]OC’tIV“ Terminal Objective: While working 1o an actual administrative

Resources

Aruitoxt provided by Eic:

sltuation, supervise vocationad cduacasfon persommel.  Your
pertormince will be auscussed by your vrenource perdgn using the
"Administrator Pertformatee Am“.”m“{‘m Form," pp. 6§67 (Learning
Expoerience V), N '

Wabling Objectives:

1. Atter completiog the required reading, demonatrate knowledge
of the relationahips among student learnlog, teacher pertor-
mance, and teacher motivation (learning Experience 1) . \ '

v“. i'.

.o Atter completing the required readl ug, demonstrate knowledge

ot the effects of a supervisor's behavior on the pertormance
ot teachers (learning Experience 11).
)
b, Glven actual situations {n which adminlgatrators are super-
vising statf, record and analyze the styles and procedures
used Lo the supervislon process (Learning Experience 1T1).

i
.
P C

A list of the outside resources “which suppleme®t those contalned
within the modules tollows. Check with your -resource person

(1) to determine the avallabillty and the location ot these
rcsmlr('v.s, (2) to locate additional referenced sapeclitic to your
sftuation, and (3) to get assistance fn setting up activities
with peers or observatlons of skilled administrators,

Learning Experfence 1

Optional
e Reference: Gellerman, Saul W. Motlvatlon and Productivity.
New York, NY: American Management Assoclation, Inc., 19673.

e A school psychologist or counselor knowledgeable of the
characteristics of motivation with whom you can consult.

Learning Experience 11

Optional

e Retference:  Gellerman,, Saul W. Motivation and Productivity.

New York, NY: Amerfcdan Management. Assocla tion , Inc. ,/ 19673.
‘n( - N
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Selected Terms

E

RIC ‘ iu 1

learntng Expertence 1
Opt ional
® Roterernce: Serplovannt, Thomas 1o and Robert 10 Staniatt,
Fmergling Patternyg ol Superviston:  Human Perspectiven,
New York, NY: Mecraw-HiTD Book Company, 1971,
lLearning Experlence BV
Requived

@ An actual dminrstratrve sotaatton in which vou coan super -

visge vocational education personnel,

-
{ .
..
\
@ A rocioutrce petrson Lo assess voul competency In .-(!u;nw vistng
vocat lonal cducation pergonnel.
Administiator = refers to o member of the sccondarv o1 post -

gecondary adminintrative team.  This pencric term, except where
specifileally destpnated otherwlne, refers to the community col-
lege prestdent, vice-president, dean, directory or to he
secondary school prine I;mﬂw director, superintendent.

N

Board -- reters to the sccondary or post-scecondary educat fonal
pe

governing body. Except where ‘'otherwise specitied, the term

“"hoard' {4 used to reter to a board ot cducat ton and/or a board

of trusteceys,

Resource Person -- refers to the protessional educator who is
directly responsible for pulding and helping von plan and carry
out your professional development program.

School == reters to a secondary or post-secondary educational
agency. FExecept where otherwise specitied, this penerfc term is
used to reter aynonomouslv to sccondary schools, secondary
vocatlonal schools, arca vocatfonal schools, cnmmun{t_y colleves,
post-—secondary vocatfonal and technical schools, and trade

schools. v
. i’

This module addresses task statement numbers 68, 71, 101, 102, and 105 trom
Robert E. Norton, et al., The _I_d_n.;n_tﬁ_!»t_i}"_;LL-Ii)ll_Jllld__?i;}_f;l_t!m1 '\'(_-ril(mlthm of
Competencies Important to Secondary and Post-Secondary Administrators of Voca-
tional Education, (Columbus, OH: The Center for Vocational Fducation, The
Ohio State University, 1977). The 16 task statements jno this document whih
were verified as Important, torm the research base for The Center's competencyv-

based administrator modulce development. Cq
. NN
. \
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L e N .
User's Guide Fo: tntormation which In comuopt to all modulen, such an proce

o

duren tor module une, orpantsattion of modulen, smd det toltlonn

ol termn, vou shoold teler to the tollowiug napport fnp document .

Culde 1o Hulonpg Gompetem y-BRased Vooat fonal Fducat fon Admin
R frttator Matertalen,  Columbusy, OH: The Center tor Vooat ool
Fducatfton, The Ohla StAte Untverntty, 1977,
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) I A Q) After completing th€ required reading, demohgtrate
-8 Enabling’, 4 knowledge bf the, relatlpnshlpg among stugent learn-
-Objective ;. 4

()plmn "

\/\Ahvny
{

—
-l(&pnonnl "
‘ cltivity '

Feedback

ing, teacher gﬁrformance, and teacher motlvatlon.

. ‘.

S . . o ) K - e K
\ . : = .;.~1 | o . . \
_You w1ll be readlng the 1nformat10n sheet,
‘iLearnlng and Teachex Motlvatlon,

=

. "Student
pp. 9-24.

- . Tt
- - ! N

You may wish to read~the supplementary reference,

Gellerman, Motivation and Productivity,

Parts ITI
and III. '

'~ ) ’
. - $ .
/ | B P

You may wish to interview a school psychologist.-to

discuss further the characterlstlcs of human moti-
vatlon. a2

\

You will be demonstrating knowledge of the. rela-
tionships among student- learning, teacher perfor-

mance, and teagher motivation b§ completing the
"Self-Check," pksT25-27. o

You will be evalusating your competency by com-

paring your completed "Self-Check" with the "Model
Answers," pp. 29-30.

s /

Activity




teacher motivation, read the follow1ng 1nformatlon
sheet. . . s .

. -

. . ” . o ' . .
.STUDENTLEARN"“iANDJﬁACHERhﬁ'“VAJyDN

R ~ B Z R T -
A - N . ; .
o - N B P . !

’ -
'

The superv151on of personnel is one of the most challenging v

-

r 4

" anld "stimulg tung respon51b111t1e§ facing the vocational education

administr torx It is challenging begause of the ingividualj dif-
ferences ‘among teachers, and stlmulatlng because of the rewards .

,that come from: helplng people obtain greater success and satis-

factlon from}a major portion @f .their llves-hthelr occupatiens.

-

O

"Helplng people is an apprOprlaté term to use in descrlblng

this type of supervision. Some peOple think of supervision as t

.controll*ng people, organlzlng people, or directipg people.

Certainly controlling, organlzlng, and directing are involve

but principally, supervision is a task of helping. Most people
need help from-others to achieve their full pétentlal. In thelr‘
occupations- they need this help to make the maximum contrlbutlon
to the organization's goals. Supervising vocational personnel,
then, s the responsibflity of helping vocational teachers devet?p
and use their full potential-in the teaching task.

<«
[}

To help people effectively, we must understand them. To

~understand. them so“that we can help them, we must understand -them

in terms of their needs.. "Thi% module will consider these needs
and relate them to the task of teaching. But, the effective
supervision of pessonnel has an additional purpose behind it.
The purpose is to help the teachers achieve the school's objec-
tives. Therefore, supervision must be considered not only in
terms of the characteristics of the teaching personnel, but also

-in the light of the purposes of .the vocational education insti-

tutjon. . , .
- s ..

- ' . / ‘ ~ . . . .
~ ‘Purposes of the Vocational-Institutio:§ 4

—

The purposes of vocati®nal education institutions are speci-
fied in terms of the performance objectives their students are
expected to achieve. These objectives 'guide and help to maximize
student learning.. The supervision of ‘teaching personnel has a
similag. purpose——that of helping teachers achieve maximum student
Iearnlnq Supervision can be defined as the activity of inter-
acting with teachlngfpersonnei\ln order to improve the quality
and quantity of learning by the students. This ipteraction &
1mp11es administrative contact with teachers that encourages and

‘supports their motivation toward improved teachlng performance,

and. consequently, improved student Jlearning.

L

- ‘» Té ‘ % , | R
14

For informatich on the reldtiohships that are 1mpor* SR
tant among student learnlng,_teacher performancg, and&f‘.



tf ~the'supervisor‘s behavior? . : I 4

T * | F] v 8 = ) ‘)‘
ro, - . - ’ L
In terms of this definition, a study of the supervision of

vocational personnel requlres consraeratlon of and answers to,

vthe following three questlons. - .o .
- 3\‘ - . . -
e What relaxlonshlp is there between student learnlng and
- teachlng pepformance7 : , |

. -
w

e What relatlonshlp is there‘between teacher performance and
teacﬂgf motivation? ’

~ . Whatvrelationship i's there.between teacher motivation’and

3 .
Tq»answer the first. qudstlon, we must consider those factors
that affect student learni'ng which are 1nfluepced<by the teacher’'s

Jperformance. To answer the second question, we must consider the
* characteristi¢s of human motivation that affect tpaching perfor-
mance. -The th1rd questlon requires. a study of supervisory behav-.

ior in terms of its effecits on teacher motivafion and performance.
The first two of these questlons are considered in this learnlng
experience and the third - 1n the seconﬁ learning experience of .

this module. ' N . . } ey

RS
. ' J . ?
S . .
. - ’

The Relationship Between Student Learning .
and Teacher Performance - . .

An extensive study of factors" that affect student learning
concluded with th%/folIOW1ng observation.

...one might expect to account for from one-~third to
one-half of the variation in individual student mea-
sures of academic achievement by background factors
that include measures of socio-economic status, family
composition, student-parent relationships, race, sex,
urbanism, ?eographic location and school and teacher

va?%ables.

While a number of factors are mentioned in this guotation, one of
the most significant is-that of school and teacher variablesw
This study demonstrates-the importance of this variable by citing

research which states that-some 53% of the variation in individual .

student acghievement 1is accounted for by family background an
student factors, including teacher performance. -

The exact amount- of variation in student achlevement that
Can be ascribed to teacher performance is hard to determlne. The

. BN -‘«
lgdward C. Bryant et al., Associations Between Educational Out-
comes and ‘Background Variabges: A Review Selected Literature.
(Denver, CO: National.Assggﬁment of Educ#tional Progress, 1974),
p. 133.

P2
—
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things that affect studemnt learnlng are so intermingled that it
¢ 18 dlfflcult/to sort out the sdhooX factors that really make a
«difference. . In spite of this difficulty, a careful study of the
literature reveals consideral¥le evidence that "school differences,
as measured by the average SE$ (socie=economic status) of students,
_ _the racial mix of studerits, and various characteristics of “the
& . school and the teaching staffg are 1mgortant in explaining -
differences in educational outcomes.
,,» ) . \ _ " ~
3 "It is encouragi to know that "various characteristics of
' thﬁ school -and teaching staff" do make a difference iﬁ\éducationpl
: colres, for it is on this assumption that we direct so much of -
the nation's resources’,ihto education. What'}s pethaps more '
’1mpor§ant is to 1dent1gy the exact characteristics of the school
v 'and” teaching staff whick explain differences in educational out-
"comes. This praoblem is very difficult, but many studies have
" been directed towards its solution. . '

Teacher Characteristics Affecting Student Learning
* ) . | .
The follow1ng teacher characteristics and performances were
revealed in one study as affectlng student achievement: :

. dediqation to the educability ofvall'students
e ability to communicate |

. ability to motivate

e ability tQ oééanize:énd manaée a class
e ability to create leafniﬁg experiences

e knowledge of a chosen field in which to teach3

o~

examined all the research that revealed factors affecting student
achievement. It revealed the following facgtors as the ones most
51gn1f1cant in affecting student performance:

An analytical study'unde;taken_by RoséEshine and Furst kl97l)

e clarity of presentatlon; including organlzation 3
4
. - - . . . . .s
e variation, .including various levels of discourse, various
levels of tasks, and a variety of materials and techniques

21bid., p. 181.

3Adapted from Edward C. Bryant et al., Associations Between Edu-

, cational Outcomes and Background Variables: ‘A Review of Selected
Literature. (Denver, CO: National Assessment.of Educational
X Progress, 1974), p. 80.
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e enthusiasm, 1nc1ud1ng movement gesture, and voice inflection
e task prlentatlon, including bus1ness11ke procedures and .
athievement orientation _ : ° 'Tf -

7

—

.. e student opportunity to learn, including the 'necessary tume
and 1nstruct10n . R
@ teacher use of student ideas, 1nclud1ng such behaviors as Ew
~ xacknowledglng the student S 1dcas, modifying the idea, and
praise ‘ '
e criticism, including§ disapproval, rejecting behavior, and
giving of academic -directions o

e

e teacher's use of structuring comments, including the use of
" review and signals in making transitions within a lesson

e types of queStidns, including "what," "where," why, nd
"how," as well as those believed associated w1th convergent
and divergent behavior o _ )

e perceived difficulty of the course, including strictness in
. demanding}high work standards4
: Although criticism has been made of aspects of this study,
(see "Review of Educational Research," Vol. 44, No. 4), it is
clear that teacher performance s a significant impact on stu-
dent performance. Many of the<§2ctors mentioned previously relate
directly to the teacher's classroom skills.5»'Behind the teacher's

.inclingtion to use effectlvely such skills is the teacher s own

enthusiasn or motivation., X
This factor--tcacher motivation--was found to be_an impor-
tant. element ‘influencing student performance. A teacher's own
motivation significantly determines the degree to which he or she
will 'striye to achieve the very best professional performance.
It is this performance that s1gn1f1cantly affects student learn-
ing. ‘The focus of the supervision of personnel, then, must first
be on teacher motivation. Not only does motivation have a primary
impact on teacher performance and student learning, but it also
has an impact*on the morale of the institution.

I

4pdapted from Robert M. W. Travers (Ed.), Second Hamdkpok of

Research on Teaching. (Chicago, IL: Rand McNally, 1973),
pp. 154-158. - . : .

a

5For information on assessing a teacher's classroom skills, you
may wish' to refer to the administrator education module Appraise

the Personnel Development Needs of Vocational Teachers. (Colum-
bus, OH:. The: -Center for‘V@catlonal Education, The Dhio State
Un1vers1ty, 1977) . S Y
12 .
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Morale.--The -morale of an® organization may be defined as the
W111Ingness of 'its members to work together to achieve its goals.
If both teachers and students are highly motivated to achieve
effective student learning, the morale-of the school will be
high. Both parties will be seeking to achieve their best perfor-.
mance, both will Be obtaining satisfaction from this performance,
and consequently, the morale of the institution will be high.
Supervision of vocational personnel, ther, must attend bbth to
,teacher motivation, and to- the relatlonshlp between teacher
motivation and various types of supervisory behavior. It is
approprlate, therefore, to consider what has been learned about
human motivation. ' :
. 'S

. Teajber Motivation -

We are said to be motivated when we direct our behayior
towards satisfying a particular need. Fairly consistent patterns
of such behavior are called motives. .We can study these patterns
of motivation from two aspects. First, we can consider what it
is that most people strive for. That is, what is the common
pattern of- human needs? No ladministrator ‘can effectively super-
vise perspnnel unless. he/she considers their human needs, and
the satisfaction of those needs. Secondly, we can consider how
people behave when they are motivated. T

/ .

Human Needs

A great deal.of study has been undexrtaken on human needs.
People are so different that it is easy to feel that there are as
many different needs as there are people. In one sense, this is
true. People vary greatly in their patterns of needs. However,
the study of motivation has revealed that most people tend to be
motivated by three primary personality needs. These are -a need
for achievement, for affiliation, agd’for Eower. Each of these
needs will shape the teacher's behgﬁlor in gquite specific ways.
If supervisors are to be successfdl in motivating teachers; "then
they must help teachers satisfy each of these needs through their
professional occupatiodn. ‘If a teacher's need for achievement,
for affiliation, and for power are satisfied in teaching,,the
teacher will® be enthusiastic and motivated in the job of teaching.
If such needs are not satisfied by teaching, the teacher 1is
likely to be indifferent towards teaching and unconcerned agout
professional develgpment. It is necessary therefore, to consider
what it is that satisfies these needs. d

Need for Achievement.--When people spend time thinking about
doing a better job, accomplishing something unusual and important,
or advancing their careers, they are showing a need for achieve-
ment. People who have strong needs for achievement show fairly
consistent patterns of behavior. If they are to have. this need
satisfied by teaching, then the administrator must see that -

teachers are professionally encouraged to demonstrate and develop
s . : . ~
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achievement-orientged bchav1o s. * Three characteristics of this
need for achievement can and $hould be enhanced by the school

L administrator if the teacher's achlevement needs are to be satis-
. ¢ fied These are as follows . Y

“

‘ (1) Teachers, must feel personal respons1b111ty for their lob and
for finding solutions to the problems in their jobs. 7 a
geachers must feel suff1c1ent identity w1th and reSpons1—

ility for, .their jobs if thelr successes are to he ascribed.
to their own abilities and to becpme part of their own *
B} "achievements. If a teacher. is’ glven some significant
: responsibility in the school, gs hat teacher must be able
1e

, ~to obtaln a sense of persona} ement firom being success-

ful in- 'that responsibility.'” Sometimes teachers are given
responsibilities by their supervisors that .do not allow for
this sense of achievement. If, for example, the teacher's

achievement in the responsibility is credited to the supervi-
sor, and’ due acknowledgement is not given to the‘teacheéa .
then the teacher will not find achievement satisfaction in
the responsibility--and, in all probability, will be. dis-
satisfied with and take little interest in the responsi-
bility. '

In light of this characteristic, superv1sors need to ask
themselves the following questions. :

. ?9,1 give personal respons1b111ty to individual teachers”
fgs that respon51b111ty clearly defined and challenging?

XWﬂll a teacher get due reward for(success in that '

responsibility?
L}

e Is the responsibility within a teacher's capabilities,
but also challenging to him or her? o
) ] . .
e Would a teacher feel increaseg achievement by partici-
patlng in profess1onal development experiences?

One of the problems with teaching is that a student's. fallure
is often astribed to ‘the incompetence of the teacher, while
a sgudent's success is ascribed to the student's own abili-
tie This tends to deny ‘the teacher any real and continuing
sense of achievement. in a profession where achievement is a
complex issue anyhow. One of your major responsibilities in
supervising instructional personnel is to see that your
téachers are challenged by their responsibilities, and that
they enjoy a sense of achievement through success in those
.responsibilities. :
(2) The person motivated by a need for achievement likes a task
‘that is challenging, but not too-difficult. If the task is
- easy or routine, the teacher isélikely to be successful, but

a - N
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will get little\satisfdc ion from that success. If the task
1s too difficult it offers too great a possibility of fail-
ure. People motivated by a need for achievement are-not
~gamblers. They like some risk, but that risk must be real-
 istic-and a‘sensible challenge to their *tabilities. There-
fore, it is important that the teacher's responsibilities
™ are not all so routine that there 1s no challenge in them.
If they are, then success will give the teacher no real
' sense of -achievement. It iswieasy for teachers to treat
X their activities as routine tasks and to.slip into a- "good
enough" performance mode.. Thig may.offek.gome comfort, but
At w1ll not offer any real sense of succesg., One of the
respon51b111t1es of the 'supervisor is to hellp the teacher to
o ~ be sufficiently creative and innovative so that teachlng -
g ) does not become routire. S .. ? ¥

hd - -3
e (3) People with a strong concern for achievement want concrete
feedback as to how well they are doing. It is really no
~accident that the symbol of the\bu51nessman in. popular
cartoons is a wall chart with a line on it going up or down.
. The problem with the profession of teaching 'is that such
© concrete results are difficult to measure, as the debates
: over accountablllty demonstrate. However, if teachers are
/ \to have their needs for achievement satisfied within the
profession of teaching, then p051t1ve feedback concerning
the teacher's performance ‘and success must be‘qrven*k‘The
supervisor can offer significant positive feedback to thes
‘teacher through classroom observations and by encouraging
the,teachers to view videotape feedback of their own class-
room pe formance

This feedback, however it may come, needs to be frequeht,
immediate (that is, little delay between the performance and
the feedback), specific (it should consist of constructive
criticism on specific aspects of the performance and not
generalizations), understandable, and positive (1t needs to

\rglnforce good performance and encourage rather* than enforce) .
£

Thus, achievement motivation is indicated by someone wanting
to perform betttr. This may be demonstrated by the person
seeking to out perform somecone else--the strong competitive
drive we see in our soclety It may be demonstrated by
meeting oOr surpassing some self- imposed standard of excel-
lence; by doing something unique, or by striving to advance
‘in ope's career.

Need for Affiliation.--Human beings are sociable animals, as
a whole, and they need and enjoy the friendship ‘and love of
others. Much human effort is directed towards satisfying this
need for affiliation. Some schools offer a climate of friend-
ship, waymth, 'and trust, and others don't. The type of climate
that a s¢hool offers 1s greatly affected by the administrator's
attitudes and behavior. When one thinks of theé proportion of a
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pergon S llfe that is spent at work--at leaq; half our waking -t
hours--1it becomes obvious how necessary it 1is that the work
environment satlsfy, in sOme degree, the need for afflllgtlon.7 :
Unfortunately, students do not always contribute to a secnse of o

‘ friendship dnd‘aarmtﬁ'in the school, and it is easy for teachers :)
x' to reciprocate those attitudes. ' Also, much of the teacher's work’
; ~1s behind classroom doors, and thus isolated frqgm others. Admin-
istrators can do a lot to encourage an atmosphere of warmth and
friendship within the school, by offering. thelr own sincere_ -
friendship and by promoting and encouraglng sgcial events and
other positive interactions within the school, especially among
the staff. It is 1mportanﬁ for angadmlnlstrator to reallze that
warmth and f iendship are naturdl occurrences among people if the
‘gonditions Aélst that foster them. Therefore, if this type of
S positive affiliation.'climate does not characterize a school, the
adminlstrator must determine the conditions that are prev&fgting
* it. Administrators who are interested in contributing to e {_
.. _satisfaction of staff needs for affiliation 1in the schodl could
. %9 ask themselves the ﬁollow1ng qucstlons. - \

~3

° Am I available to the staff?.

e Do I offer friendshdp to the staff?
. . e Am I interested in the staff as individuals?
IR Do I demonstrate this igte%égt to bhem§
\, . 4

e Do I encourage staff social events?
. e Do I participate in staff social events?

‘Need for Power.--When peéple seek to have an impact on
others-they are said to be motivated by a need for power. This
need may! be expressed in ‘a strong, forceful action that affects
others, such as aggression. It may be demonstrated in giving
help, assistance, advice, or support, even 1f it has not been
sought by the other person. Trying to control other people -
through regulating their behavior or the conditions of their
lives, or through seeking information that would affect another's
life or actions can be an expression of this motivation. Trying.
to influence, persuade, make a point, or argue with another
person when the concern is NOT to reach agreement, and trying to -
impress some other person or the world at large are other expres-
sions of this motivation.

Ll s

1

. . " Teaching can' be an authoritarian occupation and can provide
considerable satisfaction to the teacher's need for power. How-
ever, this authoritarian use of power is a danger that teachers

<pand administrators have to.watch. The school administrator has
to recognize that if teachers feel that they have no/influence,
no power, in their occupation, no real input into theé decision-
making pro&sses, then they are likely to obtain thelr satisfac-
tion for power from the classroom and in their relationships with
] g N
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‘as to allow thé teachers to have thlS dec151on—ﬁak1ng influence’ %
‘and thus, obtain satlsfactlon from it. :

-

the‘é&udents. This is generally’not conducive to a good atmd— A,
sphere in ghe school;y nor to ‘a od rapporg_irn the Classroom. A )
kegitimate means of satisfyin his need for power is for thé

teacher to ferl .a genuine measure of*influence in the decisio 7
making processes of the school The administrator alone is able )\,

to see ,that the school orqanlzatlon 1s structured in<such a way -

/

) / ‘
. “

If we think ‘about the three needs that have _been dlscgssed
achlevement affiliation, pewer, --we can see that in some 1nstane\§

.-behavibr stemming frem any one of tRhem.can Ne disruptive and bad, ‘}.

and _ ip other instances, it can be constructive and good. An y

'exce551ve drive for achievement can make a person aggressive or

rathless; an excc551ve need for affiliation can mgKe a person
dependent; ah excessive need for power can make a\person domlnéer— 2
ing. . These behaviors cRusec frictidn and are counferproductive.

On the other hand, an ngropriate level of the nefed for achieve-
ment can lead to pr060551onal development and fruitful accomplish-
ments; an appropriate need for afflllaﬁion can lead .to friendship
and warmth; and an appropriate lawvel of thquneed for power can

lead to initiative and hclpful support. The 'difference between a
person'ws productive: and/or pounterproductlve behavior is largely
determined by the pcrson s degree of self-actualization. .

s

The Teacher's Self-Actualization .

A person's desire to become a complete, autonomous individ-
ual M1s called one's desipe -for self- actuallzatlon. Most geople
want to develop their abilities ,to the fullé$t, to becomé all .

.that their potential will allow. People who achieve this tend to

exhibit considerable personal freedom in their behavior. This
freedom stems, from three basic characteristics found 1in self-
actualized persons.

‘First, self-actualized people see themselves 1in positive
ways; that is, they tend to have a high degree of self-esteem.
As a consequence, they do not have a compelling need to promote
themselves, prove themselves, justify themselves, protect them-
selves against criticism, or resort to any other of the defensive
forms of behavior that people who have inferior and inadequate
concepts of themselves tend to demonstrate. Where is probably no
greater factor determining the degree of an individual's personal

freedom than his or her self-concept. We learn about ourselves
through our expericnces with others. An ilmportant part of that
learning comes from experiences gained in the world of work. The

supervisor of personnel has the privilege of being in a position
to help people develop a greater sense of self-worth and personal
value through achievement, reward, and acceptance at their place
of work.

Beginning teachers learn a lot about themselves, their abil-
ities, their potential, and consequently their future prospects
3
{
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1n the tirst few years of theb;\kéauhinq Thelr professlonal
careers ares3laenificantl g influwenced in these carly years by what
they learn apout themsclves arfd their vacational worth. [f they
encounter superyjision that is cncouraging, sympathetic, and.
ncwardinq,.thgﬂ;tﬁcir attitudes tOwardS, and vommitments to,
teaching are 'mo¥y, likely to be positivetand confident,

3 _ ‘ : . - o P
,k Secondly, s#lf actualized people gend to" be open .to experi-
ence. Because they; have a more positive self-concept, they tend

‘not t®» be unduly afraid of failure, Such tcachers wi]ll be more

open to exploring new, ideas, new methods, and new curricula, and
will not be afraid of change and moplvatlon People tend to

,develop this openness to xperlcnge when' they learn that new

gXperiences don't "hurt them and that they won't“automatically
fail when faced.with a new cxperience. It 1s very important,
therefore, that the,new, enthusiastic tghchor receive positive
and encouraging relnforgcmcnt from the supervisor in his or her
cfforts, however 1it1ng, to' try out new ideas and be creative.

Thirdly, the solf actualized®person tends to get anOlVCd
to be committed, to be identified with whatever he or ghe does.
A pérson who will not make a commitment tends to be walled off
from experience. Such a person does not make the transactlons .
with life that 1dad to satisfying human relationships and does
not make the daily discovery of new and exhilarating learning
experiences. The riSk of commitment is taken only by those who
have ‘learned that commitment can be rewarding and successful and
doesn't have to lead to hurt or failure. Teachers, therefore,
will tend to be committed to their profession 1f they learn early
in their careers that commitment to teaching is appreciated by
those who count--their supervisors--and is rewarded.

¢

Good supecrvision encouragbs'tho self-actualization of _
teachers, and the more self-actualized the teachers are the less:
they need supervision. Such teachers will tend to strive for
that level of achievement that 1s realistic and rewarding but not
hurtful to othe™; that lecvel of friendship which is warm and
setisfying but not dependent; and that level of power or influence
that leads to a sense of significance and counting-for-something
without destroying the same sense of significance and worth iq\\
others.

‘Having considered the three basic human neceds and the forces
of self-actualization behind these needs, it is now important to
consider the characteristics of motfvation as they effect human

behavior. -

18
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~Motivation and Human Behavior )

¥ . r

There are five important aspetts of human motivation. These
are as follows.

. (1) HumaanotLyes tend to be unique to the individual. This

' presents a great challenge to any person who has the respon-
sibility to Quperfgg'the work activities of'others. It
would be so much easier if people made similar choices 1in
their behavyior® for similar reasons; we could then predict
fairly accurately how they would behave in any situation.
But they don't% Even when people scem to be $Priving for
the same goals, they are frequently doing it for different
recasons. Some students cooperate with the teacher because
they want to,learn; other students cooperate because they
want the ego enhancement of success; others want to please,
» ., or want a means to attain money, or some vocational ambition,

etc. The strength of students' learning drives and their

actions to success and failure will differ markedly as a
f the different reasons behind that drive. This
characterdstic also holds true for teachers.

~

One way inlwhich education has sought to come to grips with
these diffé&rences in motivation among students is to empha-
size individual differences and encourage teachers to accom-
modate those differences in their instructional methods and
curricula. Supervisors of vocational personnel need to give
similar emphasis to the individual differences of teachers.
Supervisors necd not only to accommodate teachers' differ-
ences in capacity, in experience, and in achievement, but
also to accommodate their differences in mots»ves—-the pat-
tern of their choices, and the reasons behind those choices.

It is easy for administrators to set up systems of manage-
ment that ignore these differences in an effort to make
supervision more simple. Administration is a complex task

and any system that simplifies it has great attraction.
However, because of the complex nature of human motivation

and behavior, there is no single supervisory style that will
lead to optimum effort from all workers. TFor example, some
teachers are "loners." They prefer to be given a task and
left alone to perform it. Others like considerable inter-
action with, and guidance from, the administrator when
completing a task. The administratpr needs. to differentiate
betwéen such teachers and respond accordingly. Again, some
teachers respond .well to dircections, others respond only to
‘'suggestions. ,Suggestions for the former will frustrate S
them, directions for the latter will irritate them. Super- //
visors must assess these individual differcnces and relate

to the teachgrs in terms of these differences.

An administrator's expressed interest 1n a teacher's family,
health, or other personal matters can be highly motivating,

Q 19
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(2)

(3)

-

and give a teacher a feeling of inclusian and belonging.
Another teacher may well sece such interest as an intrusion
into persgnal affairs and be suspicious of it. Some admin-
lstrators\react to these dxffercncos by keopan ‘a distant
relatlonshlp with all teachers so as to be "on the safe
side."” It is far better.if administrators can accommodate
these differences in their supervisory relationships with
staff so as to give more personal attention and interest to
those who are motivated by such interest, and to refrain
from doing so with those who are suspicious of it.

Hugan motives vary 1n their strength. This means that a
stronger motive will be the determinant pf Behavior until it
has been sufficiently satisfied to allow a weaker motive to
operate. So, it 1is not'just sufficient to know the pattern
of a person's motives; it 1s also 1mportant to know-whlch
ones are operating at any given time. If, for cxample, a
person's necd for affection has not been fllled this need
is'more likely to b& determining the behavior- of that person
than 1t is the behavior of somcone who enjoys satisfying
human relationships with famity and frignds. We know how
hunger--and other such basic needs--can command our atten-
tion and determine our actions until it is suff1c1cntly
satisfied to allow us to pursuc "higher nceds."

A tcacher who has significant family financial responsibil-
ities and a small incdme may be greatly motivated by a
salary increase. - -“The administrator's efforts to achieve
such an increase for that teacher will probably result . in a
significant improvement in the morale of that teacher and in
his or her attitudes toward the administrator. On the other
hand, a single teacher with less financial demands may be"
quite unmotivated by a salary increase and unaffected by the
efforts of the administrator to obtain such an increase.
Unless this difference in motivation is understood, it 1is
easy to call the second teacher "ungrateful," when in fact
people are only grateful when others heln them to achieve
the goals or necds for which they are striving.

The second teacher would probably be just as grateful as the
first, and be motivated accordingly, if thc administrator
helped that teacher achieve his or her personal goals. It

may be that the second teacher would like to establish

better relationships with the students, or would like to be
given more challenging responsibilities. THe administrator's
help 1in achieving one of these goals may be highly motivating
to that teacher and produce a similar positive increase in
morale.

Some motives tend to be persistent while others may be

satisfied guickly. Some motives characterize a person's

behavior no matter how successfully the goals of the motive

are achieved. For cegample, a person who has a strong drive
20 .
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to Make money ottoen Seenn S0 obsessod with making money that
no level of success 15 satistying.  Motives 1n some people
seem to become s persistent that they are never satasfied,
while the samé motive in another person can be satistied and
give way to the operation of sother motives.

This can ()ftx:h_}ﬁgrltAat(* and disappoint administrators. lor
example, some teachers need constant reassurances that their
performances are acceptable.  Unless they receive this, they §
begin to doubt their achicvements and resent the system
which denies them this reassurance. They become uneasy .and
insecure 1n thelr work. If the administrator 1s to meet the
needs of such teachers and maintain their motivation, feed-
back must bé given that will reqgularly reinforce the
teachers' offorts. This feedback in the form of approval,
praise, and acceptance must be determined by the motivational
needs ‘of the individual teachers. (Jhese needs vary consid-
erably from teacher to teacher.

-
Motives are not only unigue to a person, but they are also
gquite subjective. What satisfies a motive 1n Oone person may
not satisfy the same motive in another. One person's need
for cqgo enhancement may be well satisfied by the intrinsic
rewards of student success, ctc., while another may necd
specific recogniction and praise from the supervisor. This
subjectivity of motives increases the difficulty of super-
vising vocational tcachers because the approach to supervi-
sion must be individualized in order to accommodate the
individual motives of teachers.

Motives are sometimes hard to“identify because persons often
hide the.rcal rcasons for thelir behavior behind more accept-
able ones. I[f a motive such as aggression or dgreed 1s
unacceptable to us, we will tend to attribute more acceptable
motives to aggression or greedy behavior. Or, if a motive

is completely unacceptable within our socicety, we may substi-
tute an acceptable one for it; that 1s, we may substitute
behavior that is socially acceptable as a means of satisfyving
the more basic motive. tor example, highly aqggressive

sports give some people the opportunity to both satisfy and
hide unacceptably high levels of aggression. A teacher's
need to dominate others might be given the outward appearance
of being laudablce, when he or she cexpressces it by running a
highly organized and c¢fficient laboratory. It 1s important
for the administrator responsible for the supervision of
personnel to try to determine the real motive behind pecople'=
behavior, if{ there is to be success in motivating such
people.

Por anothe¢ cexample, let's take the case where a tcacher has

strong negat ive attitudes toward certailn ethnic groups. Tt
15 highly likely that the teacher will act in negative and
hostile ways to members of that group. However, these
S
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actions will gencerally be hidden behind more acceptable !
motives such as demands for excellence from students belong-
ing to the particular group. In fact, the tcacher is punish-
ing the students with excessive and unfair demands.

/) In another situation, a teacher may resent and have fcal{nqs
of hostility towards an administrator. But these feelings
“may be hidderr behind apparcent cooperativeness and even
subservient behavior. Or a teacher's strong belief in, and
" commitment to discipline fmay be covering a fear and a feel-
ing of inadequacy in relating to students. Help for such a
- teach comes after recognizing the real motive behind the
behivior and then helping the teacher to become more capable
+ and confident in dealing with students. :

An important determinant of how people behave when motivated
is” their lewel of maturity. .This maturity varies considerably
among adults. Supervisors who are to be successful in dealing

~with adults must deal with them in terms of their level of maturity.

* Adult Maturity.--In examining the level of maturity of an
individual, seven characteristics of a child's behavior can be
‘identified, and the behavior of the adult considered, in light of
these characteristics. Adults who exhibit these characteristics \\\
in the extreme are con31dered to be 1mma£ure, those who seem to "
have effective control over these characteristics are said to
have matured. It is important to note that we all tend to exhibit
some of these characteristics; that is, any one person tends only

* to have a degree of adult maturity--and there is a great spread
among adults.

The seven characteristics of a child's behavior, and the
- chahges that normally occur in that behav1or as a Chlld becomes
“an adult follow. _ ) - ‘

(1) A child is generally pa331ve.‘ He or she ‘moves to a state of
increased activity as” an adult. .

(2)\A child is very dependent on others. He or she outgrows
this depegdency and develops a capacity to shift for himself
. or herselfl as maturity increases.

"~ (3) A child has a very limited repertoire of ways of behaving.
As a child becomes older, he or she learns to respond to a
giveq situation in a wide variety of ways.

(A):A child does not maintain a given interest for very long and
' cannot pursue that interest deeply or delibgrately. As he
or she matures, interest can be maintain Tor long periods
of time. =
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-
o~
——



(5) The time perspective of a child is very short.  As he or she
myatures he or she becomes aware of both past and future, and
asg an adult he or she otten ignores the present for the sake
of either, or both.

(6) A child is considered to be cveryone clse's subordinate. He
or she develops to being an equal or cven a superior of
others ak an ﬂdult

(7) A child does not have a habitual set of attitudessabout him-
self or hersclf. An adult thinks a great deal “about the
kind ¢f"person he or she is. \

One can see that people who still tend to be childlike in
their behavior and attitudes are going\to require a type of
supervision that may be suffocating tola morc mature person.

Unfortunately, the authoritarian attitud€s and directive behavior

that have tended to characterize supervision in the past have

“suited the more immature adult, and have tended to frustrate the

more mature adult. These flndlngs indicate the great need to

supervise teachers as individuals based upon the administrator's

accurate assessment of the levélsof maturity of each individual .

teacher. However, one must hasten to add that it 1is very easy to

conceive of employees as much less mature, much less responsible,
and much less motivated tnﬂh they in fact, are.
As an admlnlstrator, you may find 1t helpful to ask yourself

the following questions in assessing the level of maturity of a

member of your staff. .

)
=3
'

e Does the tedcher show considerable dependence on others in
his/her work? A\ r}

.o Does: the teacher frequently Seem hesitant to make a dec151on°

e Does the teacher show a nced to check out constantly all

hls/her dec1s¢onq with the superv1sor7 ' h
“1 )

° Does the teache¥ seem rigid in responding to dlfferent

' situationg? /43 .

e Does the teacher .seem to lose 1nterest qu1ckly in new
respon51b111tleq?

s ‘Does the teacher seem more coricerned with the immediate
present than with future development and advancement?

e Does the teacher Tinteract comfortably with supervisors and
subordinates, or does he/she seem subservient to supervisors

.and dominating of subordinates? -

N, . e ' /,*

\ . : ) ) /
e Does the teacher seem acccepting of his/her self, and dlsplay
a reﬁllstlc assessment of hls/her characterlstlcs and

abilid t1es°



It your responses to most of the above questions are "yos”
regarding a particular tecacher, or if a,tcacher displays any one
of the characteristics to a marked degree, then it is probable
that the teacher nceds some help in developing a gredter level of
adult maturity. Patient and helpful supervision can do much to
help such a teacher in this arca of development.

-~

/ For further information on the relationships among g
’ student learning, teacher performance, and tcacher ’
[ Optiona mdtivatiom, you may wish to read Gellerman, Motiva-
Aty tion and Productivity, which discusses more fully
\ the characteristics of human motives and the rela-
\, tionship between these characteristics and supervi-
sion. : '
"
df—f\\\ You may wish to arrange through your resource person
l' N to meet with a school psychologist or counselor to
Optional discuss further the characteristics of motivation
Activity dealt with in this information sheet. 1In this meet-

"I

' ing you may, wish' to discuss ways of assessing moti-
-‘} vation, and appropriate ways of reinforcing motiva-
tion among teachers.

u

-
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The tollowing items check your comprehenston ol the

matcerial in the intormation sheet, "sStudent Learning

and Teacher Motivation," pp. 9-24. Fach of the tive

items requires a short essay-type response. Please

explain tully, but. bricefly, and make surce you respond
. to all parts of each 1tem.

SELF-CHECK

1. How can high' morale between students and teachers help the
school to achieve 1ts goals?

P

2. How was the need for achicevement aroused 1n the teacher des-
cribed in the following situation?

The principal of a school had asked the business office
teacher, Mrs. Brown, to make a présentation and arrange
a display of student work at a Parent Teacher Associa-
tion meeting. Because the display was of such a high
quality, the principal encouraged Mrs. Brown to enter
some of her students in a state competition for busi-
ness office students. The principal was surprisaed by

[ the amount of extra time Mrs. Brown gaVe to her class
to help them prepare for the display and the competi-
tioh. She dlsplayed an enthu51asm that had been pre-
viously lacking in her teaching.

.
v
,ff
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3. Which personal need@d ®s being satisfied for the teachoers in
the situation desceribed below?  How is thig hdlping the work
situation? \ ‘ '

[

bﬁ Mr. Yates, chalrperson ot the T & | department, scems
to be able to get the teachers in his ‘department to do
a1l types of extra duties. He laughingly told the

principal that the teachers in his department who get
Y the best score in the department’s biweekly qgolf game
got the extra jobs as the prize. )

v

v

4. Describe what appears. to be motivating cach of the following
seven sfeachers to attend the school's football game. In
additijon, identify“which of the five aspects of human moti-=-

vation are being exemplified.
~,

, Seven teachers are attending the school's Saturday
football game. Mr. Adams is anxious to be noticed at
the game by the principal. Mr. Bates is really lost in
the excitement of the game. Miss Johnson is anxious to
meet Mr. Ahmed, the coach, after the game--hoping to
be invited out again by him for supper.s Mr. Darby
doesn/t take any interest in) the game, but works at the
gate collecting tickets. Ms. Ellis has a part- t}me job
as a local newspaper photographer and is there to
photograph the game. Mrs. Peabody is anx ous(to tch
her brother play' as a member of the oppos§ﬂg team Mr.

Thomas knows little about the game, but goes to Jt so

= ’ ' that he can discuss it with thenfootball fans in ‘his
Vo class. e ‘ ‘ ‘\
\ ‘ t | )
| ' L ' | o
| . , /”\"/\k\
&
}
»
»
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. Compare the two teachers describoad below in terms ot the
diftfoerent sources of gatistaction which they scem to wan
from the same activity. '

Two teachers arce encouraged by Lheilr supervisor to
enroll in oa summer program at the university., Mo,
wants to read the course of study carefully to find
what exactly will be learned from it; Mr. Youngman
the supervisor whether any salary increase can be
expoected from having compleated the course.

t

Chan
ot
asks

. {
. - }
Y
kR
p
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-
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L
{
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Compare your written re -;;>()11';<‘- to the "Selt-Check”

with the "Model Ansiwors' agiven below. Your responses

noed not exact ly duplicate the mode!l responses; how-

over X you should have covered the same major points.

MODEL ANSWERS o {

A

1. Morale has been defined behaviorally as the willingness of

‘ members of an organization to work together to achieve the
+ . goals of that organization. From this definition, it can be

R seen that the 'vory process of teachers and students coop-
erating to achieve the maximum student learning is a demon-
stration of morale. The stronger that cooperation is, the
higher{ the morale will be. Therefore, as teachers become
enthuskastic in their work they will be more inclined to
give the time and ecffort nceded to improve their own effi-
adiency. Also, they will be more willing to help and encourage
their students to achieve their maximum capabilities. As
the students becdme enthusiastic in their learning they will
be, more inclined to cooperate with the tcachers, thus rein-
forcing the teachers' enthusiasm and morale. " This mutual
cooperation and enthusiasm can lead to increased student
learning, which is one of the major goals of the school.

2. Mrs. Brown's neced for achievement is clearly revealed in
this episode. The principal gave her a chance to display
her achievements as a teacher to the Parent Teacher Associa-

"tion and she suddenly become a motivated and enthusiastic
teacher. This led to a further opportunity for recognition
and approval of her teaching skills when she was asked to
enter her business office students in the state competgtion.
Mrs. Brown's teaching task received a challenge through the
presentation, disglay, and competition. It was shown to be -«
valued by the principal ang; to be of significant importance
to the parent teacher grougQ There was clear feedback
supplied through the regults of the competition. Each of ,
these factors--challenge, value, 1mportance, feedback—--has
been shown to be important in arousing achleVement ‘motiva-

tion. . .

3. Obviously the T & I-department .is benefiting from the affil-
1ation motivation developed by the chairperson's efforts to
encourade meaningful social relations among “the staff.
Apparently the staff meets regularly for golf, and "this is
encouraging the development of good human relationships
among them. Because the shared social activity has strength-

. ened staff relationships, the staff members apparently are
more willing to accept less popular work tasks. .

4. The motive behind Mr. Adams attendance at the game 1is obviously

a need to impress. This perhaps stems from an affiliative
. 4
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need or a need tor ego recognition.  Mr. Bates o meotivated
by interest and c¢njoyment. in the event itgelf. Thin is
sometimes called an intrinsic motivat ion becaune the cvent
itself is the source ot satistaction. Mias Johnoon in |
motivated by a need ftor attfiliation and hopes to have thin
satisticed by cultivating a cloger relationship with the
coach--{} is to be hoped that tho coach has a gimilar neced
for afffliation! Mr. Darby is motivated by a scnsge of
respongibility to his work while Ms. Ellis is at the game to
gain extra income, or perhaps to fultill a need tor achieve-
ment and recognmition it photography is a strong interest.
Mrs. Peabody i1s motivated by the interpegsonal relations
with a brother.  Mr. Thomas is motivated by a need for
affiliation in geeking to establish better relations with
the class.  He is also satisfying a need to achieve by

. sceking to succeed better in the teaching task by ecstablish-
ing bettor relations with the class. This may lead to
better glass motivagion.

All of the teachers are obviously motivated by very diffcerent
needs.  They arce not cexhibiting the same behavior for the
same reasons. Thus, the first characteristic of motivation
and human behavior that is revealed is that of the uniqueness
of human motives. All the teachers are doing the same thing
but for quite different reasons. The second characteristic
being revealed is that at least some of the teachers are
hiding the real recasons for behavior behind more acceptable
ones. For ¢xample, the first teacher mentioned, Mr. Adams,
1s probably wanting the principal to think that the reason
he 1s attending the game is because he 1s interested in the
school and its activities. He 18 really there to impress
the principal. ’ o

5. It is obvious that the two teachers are looking for quite

- different outcomes from the same activity. Ms. Chan seems
‘ to be looking for an ipcrease in krowledge and abillity.

This may be satisfying a need to achievc better standards
teaching. This teacher is seeking intrinsic satisfaction
from the activity. That is, she is8 seeking satisfaction
from the activity itself rather than some by-product frpm
‘the activity. On the other hand, Mr. Youngman is looking
for an extginsic reward--some other benefit which the activ-
ity will lead to--in this case, a salary increase. The
motivation for more money scems to be opefating in Mr.
Youngman with respect to enrolling in the summer program at
the university. '

LEVEL OF PERFORMANCE: Your completed "Self-Check" should have
covered the same major points as the model responses. If you
missed some points or have gquestions about any additional points
you made, review the material in the information sheet,."Student
Learfiing and Teacher Motivation," pp. 9-24, or check with your
resource person if necessary.
——m——m Nt et
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Atter completing the required reading, demenrst rat o
knowledge Lhe g osupervisov's behavior
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of et loects ot

on the pertormance of teachers,
You will be reading the information sheet, "Super-
visiton and l'eaclher Performance,” pp. 33-45,

\ |

wish to read the supplementary referoence,
Motivation and Productivity, Part T.

You may
Gellerman,

W
You will be demonstrating knowledge of the cffects
of a supcervisor's behavior on the performance of
teachers by completing the "Self-Check," pp. 47-48.
You will be evaluating your competency by com-
Feedback paring your completed "Self-Check”" with the "Model
- Answers, " pp. 49-51.,
’ =
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For infarmation on the eftects of the supervisor
Activity attitudes and behavior on the pertormance ot teachers,
read the tollowing intormat ion sheoet,

]

SUPERVISION AND TEACHER PERFORMANCE

introduct ton
In addition to considering teachers' neceds and motivation,
we must examine how thig information relates to the supervisor's
attitudes and behavior.  We need to know whether certain types of
supervision will motivate teachers more than others. We need to
know what kind of supervision creates the best morale among
tecachera. We nceced to know what the supervisor can do to encourage
maximum staff development. This information sheet reviews the
specific supervisor attitudes and behaviors which are most effec-
tive in encouraging and helping teachers achieve the best possible
results from theirs teaching.

Characteristics of Effective Supervision X

v \

Considerable rescarch has been undertaken to cestablish the

impact of various styles of supervision on an cmployeec's motiva-
tion and resulting occupational performance. This rescarch has
revealed several important dimensions about the relationships
between supervision and teacher performance. Elton Mayo (1945)
in his famous Hawthorn studies did much to cstablish the impor-
tance of human relationships and personal intcraction in super-
vision.

Sensitivity in Supervision

It is easy for supervisors to concentrate their attention so
completely on the job to be done by the teacher that they neglect
to appreciate sufficiently the individual needs and characteris-
stics of the teacher as a person. Indeed, up to the time of
Mayo, supervision had been defined almost completely in terms of
the job to be done and was, therefore, coxtremely impersonal. It
is the irritation that results from an excessive emphasis on the
task, rather than the individual, that can so adversely affect
the morale of teachers.

Since people constitute the raw material of a school

the principal must understand their motivations, aspira-
tions, and behavior patterns. Sensitivity, empathy,

and genuine concern for a person are fundamental to
effective personnel management. The principal who
possesses these gqualities has what is known as human
relations skill. He gains this skill partly through

33°
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knowledge and oxperience and partly as a regult of a
basitc commitment to, and a beliref in, the inherent

worth ot cach person.t

Mayo catablished the neced for superviasion which wan gsensit fve
to the employee's pertsonal and social needs.  He found that
employces tended to csatablish signiticant relationanhipn with cach
other o as to satisty their social needu, and that these rela-
tionships were more powerful in determining motivation than the
combinced strength of money, digcipline, and even job security.
This work led to a movement called the Human Relations School of
Management..  This achool places emphasis on the need for super-
visors to be trained in such skills ag listening, underatanding,
and eliciting cooperation. ' '

While some aspects of Mayo's work have been challenged, it
has firmly established the fact that supervision does affect the
motivation of employeoes. It has also established that guper-
vision which 1s bascd upon a concern for human relations (and the
factors that establish and strengthen cffoective human relations),
will be more effective in motivating employees in their work
responsibilities than supervision which ignores thesce factors.

These findings have some clear implications for the school
administrators responsible for the supervision of personnel.

First, thc administrator needs to know staf f members person-
ally. It is impossible to be scensitive to a teacher's personal
and social needs unless one is close enough to the person to
know, understand, and appreciate those necds. 1t goes without
saying that the administrator will not get to know the staff
while hidden behind the closed doors of an office. Thus, an
administrator neceds conscientiously to schedule times and proce-
dures for interacting with individual staff members. This inter-
action needs to be sufficiently informal to allow for establishing
personal rcelationships. The supervisor who takes the time to
really undertand individual teachers and their concerns, will
have devcloped the type of personal relationships which serve to
motivate teachers to their maximum performance.

Secondly, in addition to knowing about the staff's nceds,
the administrator must also be sensitive to, and empathetic with,
these needs. Pcople's personal traits are freguently difficult
to accommodate unless we understand and appreciate them. This
understanding requires not only knowing, but also feeling. This
feeling is tRe empathy felt when one projects oneself into another
person's situation to appreciate that person's attitudes and

6Gcorge B. Redfern, "Strengthening Principal-Staff Relations,”
Handbook of Successful School Adminigtration. (Englewood Cliffs,
NJ: Prentice-Hall, 1974), p. 280.
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act tone Fatprat by b mor e than opmpat by Sormpathy can be con
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desopndineg. Empathe o0 o aonaatavaty to, aned apprecaiat ron ot

t he lt‘.ll'll-'l AR AR N SRR AN B a bl by vt oo et oo, el tor b

.\l"'(‘l"t'tl e tepected e ey

To gartn thre understandaing ot an andrvadanal, an admnasotra
tor must be close cnough to the teachers taor them to teel cont
doent about sharaing thearr peronal o attrtade:s and teelingss, How
cver, ot 1 hot lll‘lt“ﬁlllllﬂll tor adimrneitrators to protect t e v
agarnnt thrs level n) relationtship with therr statt, tor tear ol
the demands ot miaghtU mabe upon them., For anstanece, the genepal
in the army tands 1t caster to send troops anta o brte o death
hattle f that qgencral ‘-,\luW"‘. the troop:s only s namber:., tat hea
than as andividuatl-co An adminystrator, thercetore, may sicek to
maintatn a cobd, ympeasonal retathronghip waith the statt so an to
be protectod agarnst the cmotaronal costs ot o more cor g and
sensitave attatuade This ampersonal attartade, however, 1qgnotes a
very amportant mot yvat ton tacton the anherent desire ot hamans to
please other:ss who are meaningtal and rmportant to them,

Teachers are natural iy motivated to work hard tor an o adminas-s
trator who has established sensitive and meaningtul relat ronshaps

with them. This motivation to please signifacant others can be
an important source ol cnergy tor high performance and enthasoasm
in work. Adminitstrators are mote likely to harness this cenerqgy

tor the good of the students and, of the school, 11 they practioee
supervision that 15 sensitive to the employee's personal and
s0C1ial needs.  The ymportance of thig scengitivity to the
employee's needs has been further reinforced by the rescarch done
on cemployece—-centoered sapervision.

Fmployeoe-Contoered Supervision
I

 The employee-centered type of supervision respects the
autonomy ot cmployces, trugsts their capacitics to assume responst-
bility, and allows cmployees to exercise inittirative in thear
work. In contrast, a production-centered supervisor emphasizes
gqetting the job done and otten expressces attitudes that make
employces teel that they are only instruments an the production
process.  This type ot supervision s detached, non-involved, and
often too rule oriented. It tends to close in on the employee
and will 1nscert 1tselt into the responsibilitires ot the employee
if things are being done differently from that which the super-
visor thinks 1n best

Rescarch undert aken by Rensis Likert (1967 on employce-
centered supervision has found the following factors to be closely
assoclated with motivation to work:

e the amount of trecdom peonlte have to do the job the way they
want to %

e the c)‘t to which people arc interested in and challenged
by the work they are doine
L]
) )
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e the reaponnthility they fecol tao do o good job
o Lhe amount ol enjoyment Uhey et trom thertr pob

For employees to wolbk el tectively together o o group, cach
rndividual mant bhe motivated to accomplish the parpone:s of the
qroup. However , they will only be motaivated to the extent to
which cach pernon has oo gay an what goest on an the group. There-
tore, qroupys accomplish thevr purposes to the tullest extent only
when cach indavaidual has oo strong teeling of gqroup responsibilaty.,

dJtoan datharcult, cometamed, o new caperviciors oo e
employec-centered akilla on therr gupervision becaunie they often
feeel the necd to appear baay, actove, and “qgetting on waith the
job. "  Thiyd need may result o an an unnecessary 1ntrusion into tl&:
teachers' activitaies, o an appeatance o! such an antrasion, '
Fven the appearance ot an intrusion may ger joutily ot fect the
teachers' reactaion, The teachers! stenge ot protessitonalism s
telt to be violated when supervision appeat: more intrusive, more
ditective, o closer than 14 conmastent with protessional auton-
omy . It 1 casy for an o enthusiastae, "busy” supervisor to gilve
unwittangly this ampresgion of excessive WoOork supervision., Such
supervisors may teel that ot ora therr responsibility to supply
all the answers and, thus, be more dircctive (or appear more
dircctive in an oftort to be helptul) than the teachers feel
necessary . The administrator, then, necds to develop skills in
persuading and suggestaing, rather than tell:ing and directing.
Success 1n such persuasion will be greatly influenced by the
retdpect with which the adminigtrator 15 held by the teachers.
Thi:s reapect comes trom the teachers' appreciation of the admin-
1atrator's sanceraity, ability, and support of the teachers in
their task., An essential angredient of this sincerity is the
administrator's congistency in celating to the staff.

Consastency an Suapervision. --Good human relatironships are
established only when people foel that they know, understand, and
trust cach other.  Fasentaial to trust 18 the ability to predict

a person's behavior and to act. on that prediction., [ the teacher
becomes uncertaln ot the gupervisor's reactions, or 1t the super -
visor secms to treat teachers ditferently--or treat the same
teacher difterently an gimilar circumstances--this will prevent
the development ot trustaing relataonships between the supervisor
and the teachers. Thais lack of trusting relationships can cause
feelings of anscecurity and hostility in the teachers.  The admin-
tstrator must be consaistent 1n judghents and behavior, and this
consistency must be seoan and recognized by the teachers., This

may require the administrator to give more explanation for deci-
sions and behavior than would appear necessary at first glance.

In order to censure consistency in the supervision of per-
soanel, 1t 1s a qgood 1dea for the administrator to have clearly
established procedures for dealing with certain problems. If
teachers know these procedures and recognize that they apply to
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_trusive and non-directiv

all alike, they are more likely to accept the administrator's
behavior as being consistent.’ However, one must hasten to add
that rigidity in rules and regulations can be as frustrating and
demoralizing to teachers as inconsistency. We recognize this in
the common statements made about the red tape of bureaucracy.

So, while it 1is a good practice #o have well established proce-
dures for dealing with the common issues and problems in the
SupeerSlOH of personnel, it is important not to be.so inflexible
in these procedures as to prevent' the treatment of teachers in
terms of their individual needs and differences.: It is also
important that such procedures not be-allowed to deny teachers
their sense of professionalism.

Supervision and Professionalism.--It has been found that
tasks which create high interdependency among employees tend to
require more employee-centered supervision, while those which
require the employee to be more isolated and individual allow
more production-centered supervision to be successful. Many suc-

.cessful supervisors combine elements of the employee-céntered and

production-centered supervision in ways. that suit their own par-
ticular capacities and preferences The important determinant of
the employee's motivation is a supervisory style which enhances
the employees' proprietorshigrof their jobs.

S~

This feeling of proprietorship of the job is especially
important to the teacher and cannot be emphasized too much. Many
teachers are especially jealous of the professionalism of teaching
and are constantly seeking to strengthen it. The essence of
professionalism is this proprietorship. It is a sense of indi-
vidual autonomy, responsibility, and initiative 1n a very impor-
tant job. Supervision is the most important responsibility of
the administrator in either reinforcing or denying the teacher's.
sense of autonomy and professionalism. Supervision that is unob-
ikely to be far more successful in
preserving the teacher's dense Hf professionalism--and indeed
enhancing it--than more autocratic styles of supervision.

Supervisors can ask)|themselves the following questions to-
see whether they are mee%ing the goals of an employee-centered
style of superv1s10n. .

®* Do I give clearly defined responsibilities to the teacher?

. o Are these responsibilities consistent with, but challenging
to, their capabilities?

&

e Do I allow them to exercise their own initiative and judg-
ments in these respons1b111t1es° :

e Do I refrain from- interfering when the teacher tackles the
,responsibility différently from how I would?

e Do I praise the teacher for creative effort and initiative?

.y
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e Do I make prov1s1on for the teacher to reap a clear sense of -

achievement from success in the respons¥bility? i
¢ Do teachers know ‘What to expegt from me?.-
e Can teachers rely aon me to meet their expectations?

e Do the teachers feel close.enough_to confide in me?
” ) ‘ :

' Most teachers' desire for autonomy was further revealed by
research undertaken by Frederick Herzberg (1959) to determine
what factors motivate professional people to high productiVity
and 1eave them-with a strong feeling of job satisfaction.

Professionalism and Employment Satisfaction

. Two different sets of factors were found to affect the
employee's attitudgs toward work. One set of factors seemed to
lead to greater effort and enthusiasm in work, and a gréater pro-
" ductivity. ) This set of factors was named "motivators. The
other' set 6f factors led to.a sense of satisfaction and ,content-
ment with the job. However, these factors did not lead to greater
effort or enthusiasm; they did not motivate. This set of factors
was called "hygienic factors. Some of these hygienic factors
are pay, job security, working conditions, and good supervision.
These factors have to be satisfied if the employee is to be
motivated to greater effort and commitmeht in work. However,
they do not in themselves, lead to this motivation. The factors
that, did motivate were the employee's opportunity to become

" expert in the job, to assume more responsibility, to exerC1se
initiative, 1ngenuity, and to experlment.

If we consider this claim about hygienic factors and motiva-
tors carefully, we can see that many apparent contradictions
about joh ‘satisfaction are xplained by it. The hygienic factors
must be felt to be satisfactory before the motivators™can work.

It i# essential that such background factors as salary,\ supervi-
sion, and working conditions receive fair treatment befdre-
employees» can be motivated to greater effort-and enthusiasm. 1f
these factors do not receive fair treatment theny the employee S

to bgcome embittered and antagonistic to’ management, Or to be
humb%kd beyond the point of caring about! doing work they were’

formerly proud of. However, even when these factors are satisfied
this does not automatically mean. that the individual will respond

W
sense of worthiness ‘is adversely affected. . This causes employees Ry

with great enthusjasm. The employee may just lapse into a comfort-

able and uninspired rut. The greater effort and enthlsiasm for
work. will come when the second set of factors--the, motivators--
are satisfied. Such a feeling exists, for example, when work is
hot merely interesting but challenging, not merely prestigeful

but significant, not merely fun but adventuresome, and when the
emplaoyee derives a sense of personal growth" from the occupation

e T 39 o |
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For the supervision of vocational personnel, the implica-
tions of this research are apparent. It explains why some- fac-
tors such as pay and worklng conditions, which we have come to.
believe are important to motivation, seem te motivate~enly at
certain times. It also explains why some forms of supervision
‘that are sensitive to personal and social needs, seem to motivate
the employee some times, but do not seem to be effective. at.other
times. BAmong professional people such as teachers, it appears
that there must be a significant level of challenge and satisfac-
tion in the task itself if the teacher is to be motivated. Thus,
supervision must not only support the teacher, but it must also
lead to the profess1oaal development that will allow the teacher
to 1mprOVe contlnually in the teaching task

ol As alreq_z\pentloned supervision must respect the teacher
4as a person and be sensitive to personal and social needs if the
teacher is to be motivated. Bu# this alone, does not guarantee
that motivation. Effective supervision also leads to the teacher's

__brofessional development, to helping the teacher perform more

expertly, to enabling the teacher to be. creative, and to giving
the teacher increasing responsibility and challenge in line with.
the teacher's level of competence. This is the other aspect of
supervision that will tend~to regult in hlghly motivated teachers.

Administrators should ask themselves the fQLlow1ng types of
questlons to examine whether they are- recognlzlng these factors
in their superv151on of personnel. )

N

e Have I a compYehensive program of staff dévelopment?

e What am I d01ng to help staff memberS/maX1mlze their profes—
S1ona1 development7 o / : .

e DG I regularly monltor staff, teachlng act1v1t1es and as51st
them in exploring new methods7
,/
e Do I regularly discuss with staff new ideas and metqods
relevant”to their professxonal dtVelopment7

-

o Do I,encourage the staff to experiment with new ideas and
me thods?

- -

° Do the staff have clearly defined responsibilities in line

with their individual abilities? :
A

e« Do I see that the working conditions of the staff are as

comfortable and convenient as is possible? o x

e Am I sympathetic to staff desires for optimum salary and

working conditions?. P .
‘ 7 ; N
¢ Do staff members know Qf'mi/sympathy toward these factors?

<
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e Do I put too much emphasxs\op pay and worklng condltlons as
staff motivators? ’
/
e Am I sympathetlc to the stdff s desire for tenure and are
they conscious of thi//sympathy°

e DO I’ organlze teaching loads that are -seen-and felt by the
staff to be equ1table°

e Do I ask teachers asmuch as possible to- work in their pre-
ferred dlsc1p11nes7

The following is a very important statement regarding the
employee S need for professional autonomy and the need to be
.treated and understood as an 1nd1V1dual

4

Management is not simply a process of making the right
decision and seeing to it that the decision stﬁtks.
When the decision affects other people it may not be
right--and it may not stick very well, either--if they
did not contribute to it. Their contribution need only

. congist in a feeling that management understands them
and is trying to be helpful. If that feeling is
absent--worse still, if management thinks it under-
stands its men_but doesn t=-the decision is llkely to
have no real effect Oor even a negatlve one.

: Understandlng men means much more than knowing their
: f//némes and birthdays.\. It means knowing their aspira-
¢ Yo t

- /'tions and-their frustyations: "It means sharing with
\«,/ them gome of the powerNover their worKing lives that ?
! ' mapagers habltually exerctse 7 " 4 o

There is no doubt that a sense of.being involved in the
decisions that affect one's working life is highly relevant to
. motivation, especially for those in professonal occupations.
Yet, it is 1nterest1@g to note that no matter how much evidence
i§ accumulated to showy how closely the morale of workers is
related to the degree to which they are included in the decisions
. that affect their.working lives, many administrators are still
very reluctant to trust the ability of workers in this decision

process. t is probable that this reluctance stems from the fact ,

that the decision process is the clearest evidence of power--and

- one of the most\satisfying outcomes of it.' There is much evidence

to indicate that ‘weople are not only ambitious to gain power, but
also very reluctant to share it Thys, some administrators are
reluctant to share this power.

: 7
7saul W. Gellerman, Motivation and Productiyity. (New York, NY:z
American Management Association, Inc., 1963), p. 62.
41 : T
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.genuineness and super

Involvement in the decision- maklng process has been shown
again and again to be an 1mportant motivator for the employee.

It is this involvement which gives the employee a sense of power

ahd significance in work. This sense of power, which includes
the ability to regulate working methods, to set goals and stan-
dards,. and to have a role in determining rewards, has been shown .
by William F. ‘Whyte (1955) to be more significant than monetary
incentives. : '

What is belng demonstrated 1ncreas1ngly is that people have
greater potentlal to be motivated in their work than has been

. allowed for by traditional supervisory methods. Supervisors that

acknowledge the- ablllty, responsibility, and potential motivation
of employees will see their task as helping the employees achieve
their goals in their own ways. = Such supervision requires real

faith on the part of the superv1sor in those who are being super-

Vlsed

Basic to the success of such supervision is an effective

self-awareness on the part the supervisor. Supervisors need

to know what impressions they make on others, why their behavior
affects others as it does, and what their own motives are for /
dealing with people. Before sugerV1sors can deal sen51t1vely
with others, they must understand themselves.

Research pertinent to the need for self-awareness by the
administrator has been undertaken by Andrew W. Halpin8 and has’
revealed the need for genuineness on the part of the administra-
tor. 1In his work onthe organizational climate of educational
institutions, Halpin Efound a most significant rélatlonsblp Between
.sion.

Genuineness and Supervigion

. The lorganizational climate" of an institution has been
found by ny to be a significant factor in determining employee
attitudes : otivations This climate has been likened to the

"personality" the organization and is significantly determlned
by the admlnlstrator s attitudes and actions. Halpin has des-
cribed the climate of schools as ranging from "open," in which
there is a high degree of consideration for employees by the
administration, high morale, and a clear organizational struc-

. ture, to "closed," in which there is low morale, a low degree of

consideration, and a high emphasis on the job rather than the

employee. »
' ~
. /.

8Andrew W. Halpin, Theo;x_and Research in Administration. (New
York, NY: Macmilldn Co., 1966), Chapter 4. -~



Underlylng this cllmate, and its impact on employee attitudes
and motivations, 1s an 1mportant factor which Halpin called

"authenticity" or "genuineness. He described the importance of
this factor within the organizational climate of a school in the
following way. : J

As we looked at the schools in our sample, and ‘we

reflected about other schools in which we had worked,
N we were struck by the vivid impression ‘that what was

going on in some schools was for real, while in qther

schools, the characters on stage seemed to have learned

their parts by rote, without really understanding the

meaning of their roles. 1In the first situation the

behavior of the teachers and the prinhcipal seemed to be

genuine, to be authentic, and the characters were

three-dimensional. 1In the second situation the

behavior of the group members seemed to be thin, two-

dimensional, and stereotyped. Within the first situa-

tion there was enough latitude in the specification of

roles to allow the role-incumbents to experiment with

their roles--to work out ways of bringing their own i

individual style to their job and to their relations

with their colleaguas. In the other the roles seemed

to'be over-specific. The individual seemed to use his

professional role as a protective cloak. The role

itself and the individual's status as a teacher or a

principal appeared to .constitute his essentlal sense of

identity. 9 . \

. : : Y .

Halpin has found that the behavior of superdeors who are authen- &
tic, who are genuine, is more likely to be accepted--whatever
. their style of supervision--than that of those who are preoccu-
~pied with their role, and their position. This is obviously a
very {important commentary on the behavior of administrators,
'stemmhng from one of the most comprehensive pieces of research
done in schools. It would indicate that not only must ‘the admin-
istrator be concerned for the employee, but also that the concern
must be genuine; it cannot be fabricated. How often.is the '
suggestion box ignored by employees because of their belief that
suggestions-are not genuinely desired by management, that the
system exists only to give an appearance of concern for employees'
suggestions. It is not uncommon for—administrators to introduce
systems and procedures of management because they are "in vogue,"
or considered the right thing, without really beliéving in tHem.
Such behavior only contributes to suspicion and lack of trust on
the part of the employees.

S
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Supervision and Self-Actualization

The findings from this research and the propositions from'

the various theories on motivation®and supervision suggest that
effective supervision of personnel is that which assists in the
professional self-actualization of the teacher. That is, super-
vision which leads to the motivation and increased skill of
teachers to supervise their own professional development, to be

- their own constructive critic, to take the initiative, and to

-

- plan a program of activities that will result in the continual

improvement of their own instructional methods and skills, is
effective supervision indeed. It is the type of supervision that

.helps the teacher become an autonomous professional person and

that satisfies the primary drive in most people to be a complete,
responsible, and 1ndependent person--socially, emotlonally, and
professionally.

In summary, the research on supervision would indicate that
there are at least three 1mportant variables operating in the
supervision of personnel, and in determining the effectiveness of
that supervision. The first is the nature, attitudes, motives,
abilities, and maturity of the people being supervised. These
vary greatly and demand individual attention. The second is the
nature, attitudes, and motives of the supervisor. These also
vary greatly and will operate to affect the situation whether the
supervisor is conscious of it or not. The third is the style of
the supervision itself, whether it is autocratic or democratic,
work-centered or employee-centéred, trusting or directive, sensi-
tive to personal and social needs or insensitive, genuine or
superficial and insincere. Each of these variables must be
handled carefully if effective supervision is to result, and
those belng superV1sed are to be effectively Totlvated

It w111 help you to fu1f111 your supervisory, respon51b111-

ties effectively, if you do the following on a regular basis.
/ g

X e
e Make a comprehensive 5ersonal fiie on all teachers under
your supervision. ' :

?

e ITnclude data which will assi&t your personal as well as your
professional relations with the staff.~

e Make a schedule of respon51b111tles which you have 1n1t1ated
with the 1nd1V1dugT“members of the staff.

kS

e Initiate these ‘in conference with the individual staff mem-
. bers--taking into account whenever possible, their personal
, motivations and preferences. .
~-e Make a program to follow up those responsibilities, and to
assist, encourage, and guide staff, where necessary.

1
.~
7
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e Make provisiop' for staff to receive appropriate praise, and
other reward< for the successful completion of those respon-
sibilities.

Make a schedule of the social activities arranged among
staff to improve interpersonal relationships. ‘ N

<@

° Encéurage social activities, and as much as possible, iden-
tify with them.

e Show interest, as appropriate, in the personal events of
staff, such as family welfare or the arrival of children in
the famllles of the staff etc. e

e Make a schedule of regular visits to staff classrooms andg
laboratories for observation of their tedching activities.

¢ Arrange this schedule in-conference with the individual
staff members. j

e Make a schedule of regular conferences with individual staff
members for assistance with-staff development, as fmuch as - .
possible, using the knowledge gained from classroom visits.

L

. ” | : P
' For further information on the gf%ects of the atti- '

/ tudes and acts of the supervisor's behavior on the
/ Optional performance of teachers, you may wish to read
Activity Gellerman, Motivation and Productivity, Part I, in

which many of the most important studies that have
\' been undertaken to examine this relationship are
¥ reported.

N
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The following i1tems check ycur comprehension of the.
material in the information sheet, "Supervis%on and
Teacher Performance," pp. 33-45. Each of the four
items requires a short essay-type response. Please
explain fully, but briefly, and make sure you respond
to all parts of each item.

SELF-CHECK

Discuss two different reasons why a teacher's motivation for
better teaching performance may be increased as a result of

the adpinistrator getting to know the personal needs of the

teacher. :

P

Name two characteristics of professionali and discuss the
style of supervision which will enhance thilse characteristics
in teachers:

N

Describe briefly tgyo incidents in a teaching situation which
you feel demornstr&®e a lack of genuineness on the part of the

4adminystrator. What would be necessary to correct the situa-'

tion?
J

47«—”-‘-’
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4. The following situation describes how a vocational superv1sor
‘ supervised his staff. Analyze the strengths and weaknesses

" of the teacher's performance in relation to the motlvatlon
4 of teachers.

- Mr. Grant, a vocational supervisor, called a meeting of his
- staff to discuss his plans for a staff development program.

During the meeting the staff voiced some concern about the
amount of time involved in the staff development program
and requested a postponement until a summer program could
be organized. The supervisor insisted that as part Qf the
program, a series of workshops should be organized té occur
regulatly throughout the year.

Some of the staff expressed their reservations about the
value of the proposed workshops in terms of significantly
developing their teaching skills.. Mr. Grant contended that
if the staff approached the program with enthusiasm they
would derive great benefit from it. He concluded the meet-
' ing by stating that he felt there was general agreement with
the proposed program and that he felt those with reserva-
tions about it would change their attitudes after the first
workshop. He then handed out to the staff copies of the
~staff development program with dates and titles included.

Feedback

48
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Compare your written responses to the "Self-Check"
with the "Model Answers" given below. Your responses
need not exactly duplicate the model responses; how-
ever, you should have covered the same major points.

Feedback

MODEL ANSWERS

1. A teacher's motivation may be increased when the administra-
tor is in a positian to respond to¢ his/her personal needs ?Hﬁ{
to make the teacher feel that he/she is an important person.
You will notice that it was stated that the teacher's motiva-
tion "may be increased." It is not just enough for the
administrator to get to know the personal needs of the .
teacher. He or she must respond to those personal needs by
showing understanding and empathy and by being sensitive to
the needs. This response of the administrator to the
teacher as an individual enhances the teacher's sense of
autonomy and has been shown to increase the satisfaction of
professional employees.

A second reason why the teacher's motivations may be
increased is that the teacher is more likely to want to .
please the administrator who seeks to understand and , respond
to him/her. Most people seek to pleasg thgse who seek to
please them. The administrator who seé“gu?B‘-stabllsh such
a responsive relationship with the teachl'ﬁ’seaff will find
that the staff is llkely to respond to him/her by trying to
perform their work in such a way as to please the admlnls—

trator.

2. There are at . lecast three different characteristics gf profes-
sionalism which could be mentioned. They are (a) individual
autonomy by which the professional feels a sense of personal
freedom within the task; (b) personal responsibility by
which the professional is able to exhibit personal capabili-
ties and achievement in the task and receive approval for

- these; and (c) exercise of initiative in the job whereby the
professional can use his/her capabllltles to 'shape the task
and achieve its goals in his/her own unique way.

The superv151on which will enhance these characteristics will
be unobtrusive and non- dlrectlve, allowing for the profes-
sional to feel a sense of autonomy in the task. Clearly
defined responsibilities'will be given so as to allow for a
sense of achievement by the teacher. The responsibilities
will be sufficiently challenging to the teacher's capabilities
to allow the teacher to feel that something worthwhile has
been accomplished. The supervision will be sufficiently non-
directive to allow the teacher to exercise initiative in the
task and will reward that initiative and achievement in a

t /;d




suitable way. The supervision will give considerable atten-
tion to the professional development of the teacher so as to
allow the teacher to feel increasing capabilities in the
‘task and experience greater achievements. It will also

allow the teacher to experiment in the task. This will help
the teacher i@ experience discovery and accomplishment in a
way which ma%es the achievements of the teacher more personal
and unique.

3. Many, many different situations could be mentioned here;

" when you have answered this question you will need to discuss
your responses with your resource person. Examples of lack
of genuineness will probably portray the administrator as
being more concerned with what other people think than with
his/her own set of beliefs and principles. He/she may seek
to play the role of administrator in terms of other people's
expectations rather than his or her own definition of that
role. Another example of lack of dgenuineness can be por-
trayed by a type of "window-dressing" whereby procedures are
implemented for appearances and are not treated seriously by
the administration. For example, the administration may
appear to be interested in the personal needs of the individ-
ual teachers yet make no effort to respond to those personal
needs in 1its scheduling policies or other administrative
procedures.

4. The overwhelming impression gained from this first‘examble
is that Mr. Grant is insincere. He appears to be calling a
meeting of the staff to discuss plans for a staff development
program so as to include the staff in decision-making.
However, his mind is obviously made up as he pushes his
plans through the meeting. His insincerity is really revealed
when he hands out at the end of the meeting copies of the
program with dates and titles included--a plan which should
have developed from the meeting, but which he had obviously
constructed before the meeting with every intention of
making sure it was adopted. Nothing could more certainly
guarantee that the teachers will be skeptical and cynical
about further involvement in decision-making, and will
probably be .uncooperative.

The supervisor's insistence that the staff particip in a
development program will probably result in an unprodfictive
program because they will not cooperate. The supervisor
must learn that you cannot insist on enthusiasm, nor legis-
late respect. These are earned, and his behavior will be
reaping for him the very opposite. Finally, a chairman who
coricludes such a meeting by stating tha.t he feels that there
was general agreement with what is obvicusly his point of
view 1is portraying himself as an autocrat indeed, which is
hardly the way to arouse the motivations and sympathies of
the staff. -

50
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LEVEL OF PERFORMANCE: , Your completed "Self-Check should have

covered the same major points as the model response. If you
missed some points or have guestions about any additional points

you made, review the¢ material in the infcormation sheet, "Super-
vision and Teacher Performance," pp. 33-45, or check with your
resource person if necessary.

51 L
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) Learning Experience Il|

” OVERVIEW

s

Given actual sirtuations in which administrato¥s are
Enabling supervicing statt, record and analyze the style and
Objective procedures "used by cach administrator in the super-
VISI0ON proces:s, :
\ %
You will Le docamenting your obscervations of the
Activity admxnixt'atmr and J\dlﬂ/lm"ﬂﬂw\"t}lc and vro-
codure:s used cach ‘supervisory situation.
. 3
You will Le writing o critical analysis of the
supervision style and procedures demonstrated by
the supcervisors you obscrved,
. .
A
You meey wivh to read the supplementary reference,
Optinnal Seratovannt and Starvatt, FEmerging Patterns of”
‘Alhv.tv Supcrvision: o Human ,,,]J""""L_’( tives, Chapters 7 and 8,
, e . .
Your competency an analyzing the style and proce-
dures wsed by cach administrator in the supervision
process will be assessed by your resource person, .
using your completed documentation as a guide
R |
1
T
, 53 - :
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Activity

D,

Obtain permission from two or more udministraté??ﬁ%ce
observe their administrative behavior when involved
in situations which require that they gupervise
personncl. Tt may be ecasier and preferable for you
to obscerve two or more administrators from different
schools so that you may obscrve different aspects of
the administration in each of the schools involved.

Review the "Record of Supervision," pp. 57-59, before
you observe cach administrator's performance in order
to ensure that you know what to look for during each
supervisory situation. However, do not use this form
during your observation; rather make mental or wrltten
notes 1in an unobtrusive manner.

Observe ecach supervisory situation. If you are
attending a staff meeting or similar function, you
may wish to record the meeting on audiotape. How-
ever, be sure it is done in an unobtrusive manner,
and that you obtain gf&or permissdion from the admin-
istrator. ‘

To supplement the supervisory process which you-*
observe in each situation, obtain permission to
interview one or two staff members concerning the
various elements of the supervisory process utilized
in their respective schools. 1In addition, collect
relevant school documents such as bulletins, hand?®
books, notices, etc., which can be used as material
for your analysis of supervision styles and proce-
dures. “
While completing this activity you should be careful
NOT to: ‘ -

e take notes in an obvious‘Wax\which people may

find threatening ,
e make any recording of conversation or meetings
which have not becn agreed to

e usc a visible ratlng scale or checklist

e give the - impression that you-are evaluating a
particular ‘person rather than analy21nq adminis-
-trative procedures ,

e-nake hasty judgments about pfocedures being used
before you, have gained all the necessary infor-

”

e mation about them . - %

;50
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RECORD OF SUPERVISION

I. "How does the administrator delegate respon51b111ty to the
N staff? :

)

-

In recording and analyzing this aspect of supervision you
may find it helpful”to answer some or all of the following

" questions. v

~

1

e How are staff consulted in uelegating responsibilities?

e llow are the recsponsibilities matched to the capacities
and interests of individual staff members?

e How does the administrator give contlnulng supervL51on
to delegated respor181b111t1es'>

e What indication is given staff members about the stan-
dards "of performance to be reached?

e What sort of’ feedback do staff members receive about
their performance?’ » . N .

oL

) Whag/syStem exists for staff-yn general to know the
~responsibilities of individual \staff members? :

e What sort of rewards Lre given staff members for suc-
cessful berformance’

-

II. How does the administrator’ lnclude staff in the deeision-
(e ‘maklng processes in the school? ,“u . &

™,
. ‘ 'In,recordlng and analyzjpg this aspect of supervision you
~J ¢ may find it helpful to.gnswer some or alll of the following

LN ST

questions, : . . - s A
7 N : “ » ~ .’.\ . e 7 . P ;‘g‘
it \schéggled? . e

e ©® How frequently are stafif* meetings

) Cod e How 1s the agenda for such staff meetings determined?
o a

. L. ! ’ 3 . . - + 3
‘e How are ‘staff epcouraged to contribu ‘to meetings?
R . - [} .

- T ", 57\
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e How are disagreements and opposition to the admlnls—
trator's suggestlons handled?

e How are the conclusions.from a staff meeting arrived
at and implemented?
.'!
e How are staff informed of the major QQCisions that are
to be made in the school?

e What:.procedures exist for staff to give suggestions
and ideas about those decisions before they are made?

e How do staff know whether their ideas are considered
wom, seriously when important decisions are made by the
admlnlstratlon°

e What freedom is given staff t initiate new ideas and,
° to experiment in. their professional responsibilities?

“

* . . \\ i
- ‘ e How are staff informed of major decisiong which have
been made and the reasons for those decigﬁggs?

-~ e What are the channels of communication existing between
the administration and the staff and between the staff
and the administration?

Ly
\ /
n ’ ’Q,.
Tl 3
- "
» k
. , N
I1I. How does the admlnlstrqtor encourage positive interpersonal
relations? .
In recording and analyzing this aspect of supervisich you
may find it helpful to answer some or all.of the follow1ng
questions. _ . .\ \
o How much contact does the administrator have with staff
members? ) '
e How frequently does the administrator mix 1nformally
at coffee breaks or emch with the staff? - ;
f”, e How does the administrator \hcourage social activities
amongl;he staff? o
L L ' . . J i
e - . L N\ -
| \ ' : '
*":L ¥‘\\. ‘.'h Id i K ! .
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~s

How available is the administrator to staff for discus-
sion of professional and/or personal problems?

! / ,
What level of friendship and social interaction exists
amang the staff? '

What are the procedures for staff to arrange meetings
with the principal?

What social committecs exist and how active are they?

What support do social functions receive from staff
and the administrator?

How visible is the principal to staff anmd students in
the school during the day?

How well does the administratiomruseem to know gHe per-
sonal feclings and concerns of the staff?’

How does the administra#ion respond to the personal
feelings and concerns of the staff?

i.'{:.

A

e,
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\

Based upon your notes and the questions given in the
"Record of Supervision,” pp. 57-5%9, write a critical
analysis of cach of the supervisory situations you
observed. In analyzing the situotions, consider what
has been shown to be important to the teacher's neoed
for achicvement, power, and affiliation. You should
also consider the characteristics of human motives and
how the style and procedures of supervision which you
have obscrved acéommodate or contradict those charac-
teristics.  When writing-your analysis be sure to con-
sider carefully the characteristics of supervision
which have becen domonatrated to support and encourage .

teacher motivation.

You may wish to read the supplementary reference,
Sergiovanni and Starratt, Emerging Patterns of Super-
vision: Human Pergpectives, Chapters 7 and 8, in
which you will find further analysis of styles and
procedures @f supervision which lead to improved
teacher motlvatlon and "teacher satisfaction.:

Present your documentation and-analysts of the admin-
lstratlvo supervisory situations which you observed,

to your resource persbn £o his/her assessment. Your
analysis should have demongtrated understan&ipg of

the main principles of the &uperv151oqkof personnel
agpd recognition of the.effdctive or ineffective: appll—
cation in the school situation. If your resourt
pers%n feels that major elements of these principles
have 'not beer included' in your written analysis, \

revicew the information in the information sheets, '

and consult with your resource person to determine \¢

what additjional activitics you need to complete in |
order to recach competency ‘in the weak area(s). o
| \
e i
. 1 /
] 4 ’ ~
-
i
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Learning Experience IV
-.‘ ' “

FINAL EXPERIENCE p

Feedback

While working in an actual administrative situa-
tion, supervise vocational education personnel.

o

As you fulfill .your administrative duties, decide
on the styles and procedures of supervision which
vyou believe to be appropriate for various situa-
tions in which you are supervising vocational edu-
cation personne%. This will include:

e delegating responsibilities
e including staff in decision-making

e cncouragdng positive interpersonal relations
among staff
{

e meceting the personal needs of individual
staff members

NOTE: As you completé each of the above activi-

ties, document your actions (in writing, on tape,

through a log) for assessment purposes..
{
2 N\

Arrange to have your resource .person reV1ew your
completed documentation. .- .

- Your total competency will be assessed'by your

resource person, using the "Administrator Perfor-
mance Assessment Form,' pp. 65-67. Based upon the

.criteria specified in this assessment igﬁtrument,

your resgpurce person will determine whe
competent in supervising vocational education per-

sonnel

er you are

" ' " Feedback

63
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Name

Date

Resource Pcrson

)

Rate the administrator's level of performance on each
of the following performance components involved in
supervising vocational education personnel. Indicate
the level of the administrator's accomplishment by
Feedback placing an X in the appropriate column under the

circumstances, a performance component was not appli-
cable, or impossible to execute, place an X in the
N/A column.

ADMINISTRATOR PERFORMANCE ASSESSMENT FORM

LEVEL OF PERFORMANCE heading. I1f, because of special-

A Supervise Vocational Education Personnel
& LEVEL OF PERFORMANCE
X 5
Z
&)
<
) o,
8 <|Z2]8(15]81]8
S>lo |9 =<]ol| =
In giving responsibilities to the staff < | Z2 || joO | m
the administrator: ‘
1. clearly deflned/those respOnsk?llltles..
2. worked out th¥ respon81b111t1eq in col—
labdration with the staff member (s). .
" 3. gave responsibilities that werg\chal-
lenging to the staff member(s).Y........
4. explained clearly the standards of . i\
~ performance expected........ et e .
5. showed continued interest in the
teacher (s) progrdss in fUlfllllng the \ .
re5p0n51b111ty .......................... : e
6. gave feedback,to the staff member(s) to
agsist that person in achieving success
Ain the responSibility.....cceieeeueeens .
65
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o

gave praise and approval .to the gtaff

" member(s) for successful completion of

the responsibility. . . ...t i e e e n..

did not interferc unnecessarily with
the staff member(s) in fulfilling the
responsibility......... et et e ee e

allowed the staff member(s) to acknowl-
edge success in the responsibility......

In i1ncluding the staff in the decision-

making processes, the administrator:

10.

11.
12.
13.
14.

15.

16.

- 17.
.

18. .

19.

20.

scheduled frequent staff meetings.......

enabled teachers_jto contribute to the .
agenda of the staff meetings.......... ..

-

sought suggestions and input from

teachers for the staff meetings.........

responded appreciatively to teachers'
suggestions and contributions...........

responded positively to vieroints
different from his/her own.......... e

initiated procedures in the school to
encourage staff suggestions and input
into decision-Making.......uoeeeeeeeennns

established clear channels of communi- .
cation with the staff to keep them well

informed of decisions and events........ _

allowed staff sufficient freedom to
experiment in their teaching activities.
A _
'infcrmed staff of hajor decisionsg which
were to be made........ ...ttt nnnn

encouraged staff to express opinions
on those major decisions before they

-~ were qade ............................ ‘o

informed staff clearly of major deci-
sions made and the reasons for those
decisions .............. s e e e esae e

N/A

POOR

FAIR

GOOD

EXCELLENT
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In epcouraglngfxntLrersongl‘rletlons < | o 51518 {j
v within the school, the administrator: ~ | O ) f O | x
A a. ] O | m
21. showed a fricendly manner towards the

staff (for example, greeted members
of gstaff by name, chatted with them

informally on occasions, etc.)..........

22. showed interest in the personal circum-
stances of the staff, and inquired into
those circumstances when re¢levant, (for
example, inquired about the health of
gstaff families, the birth of babies, ‘\
the suc¢cess of staff in hobbies,

. gports, or other interests)........ e

+ 23. promoted social interactions and -social
functions among the staff..... e

24. attended staff social functions
regularly........ e s s s s e s s aa e e nenasaaan

25. interacted with staff informally at

~ cO6ffee breaks and lunch hours...........

26. was readily available to the staff for

consultation and conference.............
27. was visible to staff and students daily

within the school............. P -
. "y
‘s LEVEL OF PERFORMANCE: All items must receive N/A, GOOD, or EXCEL-
LENT responses. If any item receives a NONE, POOR, or FAIR '
response, the administrator ‘and the resource person should meet
to determine what additional activities the administrator needs
to complete Win order to reach competency in the weak area(s).
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