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FOREWORD

The need for strong and competent administrators of vocational education

has long been recognized. The rapid 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. Preservlee and inservice administrators need to be well

prepared for the complex and unique skills required to successfully direct

vocational programs.

The effective training of local administrators has been hampered by the

limited knowledge of the competencies needed by local administrators and by

the limited availability of competency-based materials for the preparation of

vocationsladminiatrators. In response to this pressing need, the Occupa-
tional.and Adult Education, Branch of the U.S. Office of Education, under

provisions 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 Materials for Local Aiministrators of Vocational Educa-

tion."

The Project had two major objectives as follows:

To condtct research to identify and nationally verify the competen-

cies considered important to local administrators of vocational
education.

To develop and field test a series of prototypic competency-based
instructional packages and a user's guide.

The Identification of competencies was based upon input from a select
group of experienced vocational admin trators participating in a DACUM

(Developing A Curriculum) workshop a the results of an extensive 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 cf 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 d66 of the 191 statements were competencies important (median

score of 3.0 or higher) to the job of vocational administrator. For,additional
information 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

Cater for Vocational Education.

High priority competencies were identifed and six prototypic modules and
a user's guide were developed, 'Herd tested, and revised. The ,materials are

organized in modular form for use by both preservioe and inservice vocational
administrators. Each module includes performance objectives, information
sheets; learning activities, and feedback devices to help the module user
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(learner) acquire the specified competency. While the modules are hasically
self-contained, requiring.few outside resources, they are not entirely sell-
instructional. A qualified resource person (instructor) is required to guide,

assist, and evaluate the learner's progress.

The titles of the modules, which reflect the competenclea covered are

Organize and Work with.a Local Vocational Education Advisory Council
Supervise Vocational Education Personnel
Appraise thejorsonnel'Development Needs of Teachers
Establish a Student Placement Service and Coordinate Follow -up
Studies

Develop Local Plans for Vocational Education& Part. I

Develop Local Plans for Vocational Edbcatifin: Part II

For more information on the development and field testing procedures
'used, se9 The Development of Competency -Based Instructional Materiala for the
Preppration of Local Administrators of Secondary and Post-Secondary Vocational
Education. For more information about the nature and use of the modules, see
the Guide to Using Competency-Based Vocational' Education Administrator Materials.
Both of these documents are available from The Center.

Several persons contributed to the development of this-module on the
supervision of vocational education personnel. Special recognition goes to
Barry Hobart, Graduate Research Associate, for his extensive review of the
literature on the supervision of personnel and for his writing of the manu-

script.

Thanks are also due to,Kr4sty L. Ross, Program Assistant, for her editing
and Formatting of the module; and to Glen F. Fardlg, Research Specialist, for

his review and critique of the manuscript. Credit for thlr contributions
also goes to Robert E. Norton, Project Director, for his overall guidance and
final content review of the manuscript; and to James B. HaMilton, Professional
Development in Vocatior-1 Education Program Director, for his guidance and
administrative assistance.

Finally appreciation is. also extended to Russ Gardner, Kent State Univer-
sity; Aaron-J. Miller, Ohio State_University; Don McNell)i, University of
Tennessee; and Charles Parker, Utah State University; who served as 'field Site
coordinators for the field testing; and to the local administrators of voca-
tional education who used the modules and provided valuable feedback and '

suggestions'for their improvement.

Robert E. Taylor
Executive Director
The Center for Vocational Education
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INTRODUCTION

A makor responsibility ht any educational administiatoi

the supervision (tI personnel. ;:tich supeivisoon emhiaees nktny

di ffe.rent. re!.;ponsi hi 1 t andolemands I he app I I eat ion of a

variety' of important personnel and othei management skills.

Et t uet i V(' 111,11.1(r('Ilit'Ilt t CHI /11(1t1(:: ,I1(' t t-0(i11(.11t I y t 4.11(1t' / (1)

1110f reCt 11.10 he(,111!ic ()I I lit' f ai 1 (` t c, (1!:' Pt' ';( )11/11, 1

nkills in ti supervision of stall. These are the skills that
encourage and support teacher motivation and satisfaction, mtei-
personal relit ions; among staff and admLnistrators, and thy

teacher's sense of task responsihility and achievement.

The administ rat or's abi I i t y t() apply thesy ;onnel mnagt
ment cn bedeveloped by knowing and understanding their

characteristics ,tild importance. They c!an also he developed
through practice in applying the important principles which have
been shown to support them, and through an 11.4,1-(MV!;!. of the suc-

cesses that come from applying them.

This.module deats with tstie supervision ot personnel by
focusing upon the relati.smships among student. learning, teaoher
performance, and teacher'motivation. It considers these factors
in relation to the supervisor's hehavior and the effects; of that

behavior on teacher morale and performance.

As a vocational administrator responsible for the supervi-
sion of personnel, your role in moLivting teachers and;helpind
them to feel a real sense of responsibility and achieveMent will
be critical to thy school's achieving 'its goals. This module is
designed to help_you develop the skills necessary to enable you

to supervise effectively personnel which, in turn, can'lead to
optimum performance by teachers.



Module Structure and Use

This module contains an introduction and hsar sequential leatning expeffencen.
OVERVIEWS, which precede each leatning experience, tutu Ii the obleetive lot
that experience and a brief dencuiption of what the leatning expel lend'
Involves.

Objeatives

Resources

it'rminaI Obi e_e ve : I 1t working in an nctuaI 41(1M I ill I f4 I rat Ise
Hitunt I oil nupery I I otla I etItIt'a on pt'rsunneI. Your
performance will he assessed by your renource person using the
"Adminintrator Petiofmallice Anness7nt Form," pp. 655.,6/ (Loaf-film/

Exporionce,

lit.th Objectives:

1. After completing the required reading, demonntrate knowledge
tat the relationships among student learning, teacher perfor-
mance, and teacher motivation (Larning Experience I). k

At ter completing the required reading, demonstrate knowledge
of t he rIIectrt of a nupervISOr's hehavInr on t he performance
of (1,earning Experience II).

Given actual situations In which administrators are super-
vising staff, record and analyze the styles and proceduren
used in the supervision process (IA....riling Experif.ncf

A list of the outside resourcen which suppIemOtt those contained
within the modules follows. Check with yOur.resonrce person
(1) to determine the availability and the IocatiOn of these
resources, (2) to locate additional references specific to your
situation, and (3) to get assistance in setting up activities
With peers or observations of skilled administrators.

Learning Experience I

Optional

Reference: Geller-man, Saul W. Motivation and Productivity.
New York, NY: American Management Association, Inc., 1963.

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

Learning Experience II

Optional

Reference: GeliOrmati,. Saul' W. Motivation and i'roduct1vitj.

New York, NY: American Management - Association, Inc., 1963.
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Selected Terms

Learning Exper ience III

Opt I 1

Rofcrom-c: SergiovAnni, Thom.c. I And Poheit I !.t.IIIAtt.

Emerllina Pattrrns of Supelvision; fluman Vet,vs-tives.
New York, NY: Ms:law-Hill Company, 19/1.

Learning Experience IV

Resiu I ted

Act il,i l nJtrii n ..;t whlk.,11 von call min.t
v Inc vocational education personncl.

A 7(':;olrr Ali to oi)oii!-;); Votii 0 ))111141 o.11( ,' Iii )C:11ilet

west IOW" I cdt1r.t t Iiil 1(ct-!;1411110 .

Adminintlator IcIeni to a member of the secotUlary of post-

secondatv administrative team. lhis generic term, except where
specifically designated otherwise, refers to the community col-
lege president, vIce-preslent, a rden, director or to the

secondary school princlpa
i

director, super intendent.

hoard ref crt; t () Ulc !-1000ndary or pci:q --,;econd:t t

governing body. Except where"otherwise specitied, the term
"board" WWII to rel er t (1 a hoard it vottio ( [ow and /or n 1)1),1 rd

of I t'lltit CON

Resource Person relers to the protessional educator who is
directly responsihle for guiding and helping you plan and carry
out your professional development program.

School refers to a secondary or post -- secondary educational

agrincy. Except where otherwise specified, this generic term is
used to refer synonomously to secondary schools, se,:ondary
vocationalschoolli, area vocational schools, community colleres,
post-secondary vocational and technical schools, and. trade
schools.

Thin module addresses task -itlItTIVI)t numbers tH, 71, 101, 102, and 105 from
Robert E. Norton, et al., The IdentiticatIon and National Verification of
Competencies Important to Secondary and Post-Secondary Administrators of Voca-
tional Education, (Columbus, OH: The Center for Vocational Education, The
Ohio State University, 1977). The 16h task statements In this document whilch
were verified as important, lorm the research base for The Center's competency-
based administrator module development. A

4



User's Guide 1 1 1 1 1 1 1 1 1 1 mat 1 0 1 1 M 1 1 1 1 1 1 1 if I (MI1111111 lu i i i I nttvtluIru, tutu h nut lout
(toren tut 1/Nuttily unr, utganliatiou l ttiodulvri, mind drtinitiunn
of irtmu. You nhunid ?flut to th tulluwitly mopptittiog ducument.

Cu t I In i net i;utttior t etr y fit-ti Vt,t f t*Tia Education Admit"
I rOt t to Ma tVI h.11 h Ct, UnIbilY1 : 1hr culo ft), vu, at ',ma I
Edocatiuu, Thu Ohlu !;tlltr UnIvrtoltv, lq//.
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\Learning Experience I

OVERVIEW
S

, -

After completing thf-reguired reading, demonstrate
knowledge 6f the,relatipnshipp student learn-
ing, teachervrformandb; and teacher motivation.

/ ..-

'..

0

YOu will,be reading the information sheet,."Student
Activity '0,earni'ng and Teach4 ,Motivation," pp: 9-24:

I You may wish to interview a school pSychologistyto
Option al discuss further the characteristics of human moti-%Activity

41, vation.

You ma.wish to read---t-tie supplementary reference,..
Gellerman, Motivation and Productivity, Parts II
and III.

(

You Will be demonstrating knowledge of the rela-
tionships among student-learning, teacher perfor-
mance, and tea her motivation by cbmpleting the
"Self7Check,"

,AA°

am*

You will be'evalu*ting your competency by com-
paring your completed "Self-Check" with the "Model
Answers," pp. 29-30.

7
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For informatiob on the relatidhships that are. impor-.
Activity tant among student learning,.teacher performance, and1-4

teacher motivation, read 'the -following info,rmation.
sheet.

c9.

STUDENT LEARNING AND1EACHER MkTIV_ATIDN

.h4 .. ,N

The supervision of personnel is one of the-most challenglng
, 2 ana-stimulatilg responsibilities' facing the vocational education 0

administrgtorl It is challenging beause of the in4ividua4 dif- A
ferencesamong teachers, and stimulating because of the rewards
that come ftom'helping people obtain greater success and st..is.-
faction frou'Oba major portion 9f ,their lives--their occupations:

.

e
..

. .,

"Helping people" is an appropriate term to use-in describing
t his type of supervision. Some peOpie think of supervision' as
controlling people, organiling peopleror directiOg people. \
Certainly'controlling, organizing, and diredting are involved;.'
but princ"ipally, supervision is a task of helping. Most people
need help from. others to achieve their full poteptial. In their
occupations'they need-this help to make the maximum contribution
to the organization's goals. Supervising vocational personnel,
ti-ien,Th.s the responsibility of helping vocational teachers devel2p
and use their full potential-in the teaching task.

To help people effectively, we must understand them. To
understand,ehem so that we can help them, we must understand them
in terms of their needs.:_, 'This module will consider these needs
and relate them to the task of teaching. But, the effective
supervision of perSonel 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-
tution.

Purposes of the Vocational Institution

The purposes of vocational education institutions are speci-
fie4, in terms of the performance objectives their students are
expected to achieve. These objective's 'guide and help to maximize
Student learning, The supervision of -teaching personnel has a
similaK,,,purpose-=that-of helping teachers achieve maximum student
learnin4. Supervision can be defined as the activity of inter-
acting with teaching personnel in order to improve the qualitir
and quantity of learning by th'e students'. This ipteraction
implies adMinistrative contact with teachers that encourages and
.supports their motivation toward improved teaching performance,
and.)consequently, improved student learning.

1_ 4



Imp

In terms of this definition, a study of the-suporviS'ion of
vocational personnel requires consieeration of, and answers to,
the following three questions. ', ,

. , *
- ,

What relationship is, there between student learning and
teaching perfoTmance?

-,

r,. .

:, -

What relationship is there-between teacher performance and
teac m tivdtion? -

What relatiOnship iys there,between teacher motivation -and
-the -supervisor's behavior?

[-
Tookansider, the first_qudstion, we must consider those factors

that affect 'student learning which are InflueLiced by the. teacher's
..., performance. To answer the second question, we must consider the
characteriSti-ts of humar(motiyation that affect teaching perfor-
mance. .Thithird quesidn requires.a study of supervisory behav-,
for in terms of its effects on teacher Motivation and performance.
The first two of the -se qustions are considered in this learning.'
experience- and the third -in the second learning experience of
this module. ;

The Relationship Between Student Learning
and Teacher Performance

An extensive study of factors'that affect studeqt learning
concluded with the /following 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, geographic location and school and teacher
vaPtiables.1

While a number of factors are mentioned in this quotation, one of
the most significant iSthat of schOol and teacher variables--i,
This study demonstrates the importance of this variable by Citing
research which states that-some 53% of the variation in indi-idual.
student achievement accounted for by family background an
student factors, including teacher performance.

The exact amount of variation in student achievement that
can be ascribed to teacher performance is hard to determine. The

,.

'Edward C. Bryant et al.,. Associations Betwe11 Educational Out-
comes and 'Background Varia es: A Review."' Selected Literatbre.
(Denver, CO: National.Ass ment of Educational Progress, 1974),
p. 133.

10



things that affect stude'rt learning are. so intermingled that it
is difficult/to sort out the sChoo factors that really make a
*difference. In spite of this difficulty, a careful study of the
literature reveals consideraKle evidence that "school differences,
as measured by the aver age SEA (socio=economic status) of students,
the racial mix of studerits, and various characteristics of 'the

lk
5,chool and the, teaching staffp\are important in explaining
1difIerences in educational Dutaomes."2

It is encouragiv to know that "various charadteristics of
school.and teaching staff" do make a difference ine-ducational

outcofires, for it is on this .assumption that we 'direct so much of
the nktion's resources*/ihto education. What Peihaps more
importXnt is to identify the exact characterittics of the school
band-teaching staff which explain differences in educational out-
comes. This problem is very difficult, but many studies have
been directed towards its solution.

Teacher Characteristics Affecting Student Learning

The following teacher characteristics and performances were
revealed in one study as affecting student achievement:

dedication to the educability Of all students

.ability to communicate

ability to motivate

ability to 45anize and manage a class

ability to create learning experiences 1

knowledge of a chosen field in which to teach3

An analytical study undertaken. by Ros shine and Furst (1971)
examined all the research that revealed fac ors affecting student
achievement. It revealed the, following fac ors as the ones most
significant in affecting student performance:

clarity of presentation; including organization

variation, ,including various levels of discourse, various
levels of tasks, and a variety'of materials and techniques

2Ibid., p. 181.

3Adapted from Edward C. Bryant et al., Associations Between Edu-
catiohal Outcomes and Background Variables: 'A Review of Selected
Literature. (Denver, CO: National Assessment, -of Educational
Progress, 1974), p. 80.



enthusiasm, including movement, gesture, and voice inflect-ion

task prientation, including businesslike procedures and
achievement orientation ., '--(

student opportunity to learn, including the necessary time
and instruction

teacher use of'student ideas, including such behaviors as
,acknowledging the student's ideas, modifying the idea, and
praise

criticism, including diSapproval, rejecting behavior, and
giving of academic-directions

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

types of questions, including "what," "where,," ',:why,"and
"how,'" as well as those believed associated with convergent
and divergent behavior

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<factors mentioned previously relate
directly to the teacher's classroom skills.5 B.chind the teacher's
inclination to use effectively such skills is the teacher"s own
enthusia-sni or motivatiorl.

This factorteacher 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 .strie to achie0e the very best professional performance.
It is this performance that significantly affects student /earn-
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.

4Adapted from Robert M. W. Travers (Ed.), Second HandNpok of
Research on Teaching. (Chicago, IL:, Rand McNally, 1433),
pp. 154-158.

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 Teac ers. (Colum-
bus, Off:: ,The.Center for Vocational Education, The hio State
University, 1977).
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Morale.--The-morale of an'organization may be defined as the
willingness of its- members to work together to achieve its goals.
If bot1 teachers and students are highly motivated to achieve
effective student.learning, the moraleof the school will be
high. Both parties will be seeking to achieve their best perfor-.
Mance, both will de obtaining satisfactiOn from this performance,
and consequently, the morale of the institution will be high.
SuPervision of vocational personnel, theh, must attend bbth to
,teacher motivation, and to- the relationship between teacher
motivation and various types of supervisory behavior. It is
appropriate, therefore, to consider what has been learned about
human motivation.

r%aiker Motivation

We are said to be motivated when we direct our beh ior
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 thd common
pattern of. human needs? No administrator'can effectively super-
vise pens nnel unless. he /she considers their human needs, and
the satisfaction of those needS. Secondly, we can consider how
People behave when they are motivated.

Human Needs

A great deal.of study has been undertaken 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 primaty personality needs. These area need
for achievement, for affiliation, a9.4 for power. Each of these
needs Will shape the teacher's behpifior in quite specific ways.
If supervisors are to be successful in motivating teachers, -then
they must help teachers satisfy each of these needs through their
professional occupation. 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 is,r,
likely to be indifferent towards teaching and unconcerned about
professional development. It is necessary therefore, to consider
what it is that satisfies these needs.

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. I. they are to have. this need
satisfied by teaching, then the administrator must see.that
teachers are professionally encouraged to demonstrate and develop



achievement-orientpd bchavio s.' Three characteristibg of this
need for achievement can and hould be -enhanced by the school.
administrator if tile teacher's achievement needs are to'be satis-
fied. These are as follows.

(1) Teachersli must feel personal responsibility for their j61). and
for finding solutions' to the problems in their jobs.
Tpachers must feel. sufficient identity and responsi-
bility for,,their jobs' if their successes' are to be asceabed,
to their'owri abilitieS and to becpme..part of their own' :4

achievements. If a teachen is-given some significant
responsibility in, the school, qi_enShat teacher must be able
..to obtain a sense of persbna alkie7rement.t,rom 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 fs credited to the supervi-
,sor, and'ape acknowledgement is not,given to the teachei
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 thy, responsi-
b\ility.

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

Do,I give Personal responsibility to individual teachers?'

that responsibility clearly defined and challenging?

11 a teacher get due reward for /success in that'
responsibility?

Is the responsibility within a teacher's capabilities, -
but also challenging to him or her?

Would a teacher feel increase achievement by partici-
pating in professional development experiences?

e.One of the problems with teaching is that a student's failure
iS often ascribed to the incompetence of the teacher, while
a student'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 per!sonnel is to see that your
teachers 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 t ,isk is
easy or routine, the teacher i2-likely to be successful, but
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will get little satisfac ion from that succeiss. If the task
is too difficult it offe s too great a possibility of fail-
ure. People motivated b a need fbr achievement are-not

_igamblers. They like some risk, but that risk must be real-
; istic.and a'sensilple challenge to theirtiabi/lities. There-
fore-, it is important that the te-acher's responsibilities
are,,not all so routine that there is no challenge in them.
If they are, then success will give the teacher no real
sense.ense of-achievement. It ice.-'tasy.for teachers to teat

x their activities as routine tasks and to _slip into a-"good
enough" performance mode., Th4 may,offet ome comfort, but
it will not offer any real sense of succes One of the /

respohsibilities of the 'supervisor is to h the teacher to
be sufficiently creative and innovative so that teaching
does not become route.

m

(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 thebusinessmanin 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 accountability demonstrate. However, if teachers are

\
to have their needs for achievement satisfied within the
profession of teaching, then positive feedback concerning
the teacher's performance .and success must be "iti-treft=6-,The
supervisor can offer significant positive feedback to -tTi
'teacher through classroom observations and by encouraging
therteachers to view videotape feedback of their own class-
room

J

This feedback, however it may come, needs to be frequent,
immediate (that is, little delay between th,e performance and
the feedback), specific (it should consist of constructive
criticism on specific aspects of the performance and not

Ng'eneralizatiOns),
understandable, and positive (it needs to

Iqpinforce 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 someone else--the strong .competitive
drive we see in our society. It may be demonstrated by
meeting or surpassing some self-imposed standard of excel-
lence, by doing something unique, or by striving to advance
in one'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, wa mth, 'and trust, and others don't. The type of climate
that a s houi offers is greatly affected by the administrator's
attitude and behavior. When one thinks of the proportion of a
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perlDn's life that is spent at work--at leaq. half our waking
hours - -It becomes obvious how necessary it is that the work
environment satisfy, in some degree, the need for affiliation.'
Unfortunately, students do not always contribute to a sense of
friendship and warmth in the school, and it is easy for teachers J)
to reciprocate those attitudes.' Also, much of the teacher's work
is behind classroom doors, and thus isolated frqm others. Admin-
istrators can do a lot to encourage an atmosphere of warmth and
friendship within the school, by offering their own sincere,
friendship and by promoting and encouraging social eventr-and
other positive interactions within the sChool, especially among
the staff. It is importanie for an administrator to realiZe that
warmth and fFiendship are naturdl occurrences among people if the
conditions ixist that foster them. Therefore, if this type of
positive affiliation.climate does not characterize a school the
administrator must determine the conditions that are prey ing
it. Administrators who are interested in contributing to
satisfaction of staff needs for affiliation in the scho61, could
ask themselves the following questions.

\

Am I available to the staff?.

Do I offer friendship to the staff?

Am I interested in the staff As individuals?

Do I demonstrate this Ate t to them?

Do I encourage staff social events?

Do I participate in staff social events?

Need for Power.--When people 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 if 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
persoh 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.

'Teaching can.e 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

sand 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 thq decision-
making prosses, then they are likely to obtain their satisfac-
tion for power from the classroom and in their relationships with

16
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the students. This is generally'not conducive to a good atmo-
sphere

.

in the schooli, nor to -airipAppd rApporit_in. the classroom.-.
iegitiniate means of .atisfyinMilkh\s need for power is forith'e z

U teacher to feel ,a genuine measure ofsinfluence do the deciSion°-
mOcing processes of the school: The administrator alone is ak)le',___

to seelthat the school organization is structured in'<such a wadi / )

as to allow the teacherS to ,have this decision4aking influence' __,,,,
and thus, obtain satisfaction from 'i.t. I

#01

If we think 'aboul. the three needs that have been discussec4-
achievement, affiliation, power, -we can see thaCin somd-'instan es
-behavior stemming tetP3m any one of ttem,can disruptive and bad,
and,ip other instances, it can-be constructive and good. An
excessive drive for achievement can make a person aggressive orb
ruthless; an excessive need for affiliation can m e a person
dependent; atl excessive need for power can make a person domin er-
ing. _These behaviors 9ause frictiOn and are coup erproductive.
On the other hand, an Appropriate level of the n ed for achieve-
ment can lead to professional development and fruitfUl accomplish-
ments; an appropriate need for affiliaig,on can lead .to friendship
and wamth.; and an appplpri.,ate ldovel-of thq'aoneed for power can
lead to initiative and helpful support. The 'difference between a
person's productive and /or counterproductive behavior is largely
determined by the person's degree of self-actualization.

The Teacher's Self-Actualization

A per'son's desire to become a complete, autonomous individ-
ual 'Is called one's desi;e-for self-actualization. Most- people
want to develop their abilitiesjto the fullAt,:to beco4 all
that their potential will allow. People who achieve this tend to
exhibit considerable personal freedom in their behavior. This
freedom stemsifrom three basic characteristics found in self-
actualized persons.

First, self-actualized people see themselves in 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. there is probably no
greater factor determining the degree of an individual's personal
freedom than his or her self-concept. We learn about oursellies
through our experiences with others. An important 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

17
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' in the first few years of their teaching. Their professional
careers areliginificantliinfruk?nced in these early years by what
they learn about themselves aril their vbLiational worth,. if they
encounter superv- ion that is encouraging, sympathetic, and_ .

,..4

n warding., .thr..:their attitudes tbward, and commitments to,
teaching are irate, likely to be positive-land -confident, .

1 -t/u
Secondly,- .7.11k1f actualized people tend to-- he open .to-experi-

ence. Because theyhave a mere positive self-'concept, they tend
not OS be unduly afraid of failure; Such teachers wi(1,1 be more
open to exploring new ideas, new methods, and new curricula, an
will. not he afraid of change ,Ind motivation. People tend- to '

devlop this openness to experience when'they learn that new
experiences cjon't'hurt them and that they won't'automaticealy
fail when facedith a new experience. It is very important,
therefore, that the; new, enthusiastic t.A-icher receive positive
and encouraging reinforcement .from the supervisor in his or her
efforts, however hailing, totry out new ideas and be creative.

Thirdly, Jie self actualized person tends to get involved,
to be committed, to be identified with whatever he or She does.
A-person who will not make a commitment tends to be walled off
from experience. Such a person does not make the transactions
with life that icind 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 if they learn early
in their careers that commitment to teaching is appreciated by
those who count--their supervisors--and is rewarded.

Good supervision encourags the 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 is realistic and rewarding but not
hurtful to otherit; that level of friendship which is warm and
satisfying 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 ina,_
others.

'Having considered the three basic human needs and the forces
of self-actualization behind these needs, it is now important to
consider the characteristics of motivation as they effect human
behavior.

I. 8
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Motivation and Human Behavior

There are five important .aspets of human 'motivation. These
are as follows.

(1) Humanl"motimes tend to be unique to the individual. This
presents a gr,ezt Challenge to any person who has the respon7
sibility to luperiifthe work activities of others. It
would be so much easier if people made similar choices in
their behavior' for similar reasons; we could then predict
fairty' accurately how they would behave in any situation.
Sut they don'tli, Even when people seem to be tTeriving for
the same goals, hey are frequently doing it for different
reasons. Some .ntudents cooperate with the teacher because
they want to/learn; other students cooperate because they
want the ego'enhanceMept 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
resu- of the different reasons behind that drive. This
characters tic also holds true for teachers.

One way inwhich education has sought to come to grips with
these diff rences in motivation among students is to empha- -

size indivi ual 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 need not,only to accommodate teachers' differ-
ences in capacity, in experience, and in achievement, but
also to accommodate their differences in motives- -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. For 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
between such teachers and respond accordingly. Again, some
teachers respond,well to directions, others respond only to
'suggestions. ,Suggestions for the former will frustrate
them; directions for the latter will irritate them. Super- (-
visors must assess these individual differences and relate
to the teachrs in terms of these differences.

An administrator's expressed interest in a teacher's family,
health, or other personal matters can be highly motivating,
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and give a teacher a feeling of inclusion and belonging.
Another teacher may well see such interest as an intrusion
into personal affairs and be suspicious of it. Some admin-
istrators react to these differences by keeping a distant
relationshipwith all teachers SQ 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.

(2) HuiRan motives vary in their strength. This means that a
stronger motive will be the determinant of behavior until it
has been sufficiently satisfied to allow --a weaker motive to

. operate. So, it is not just sufficient to know the pattern
of a person's motives; it is also important to know. which
one's are operating at any given time. If, for example, a
person's need for affection has not been filled, this need
is.more likely to bft determining the behavior-of that person
than it is the behavior of someone who enjoys satisfying
human relationships with famik7' and friends. We know how
hunger--and other such basic needs--can command our atten
tion and determine our actions until it is sufficiently
satisfied to allow us to pursue "higher needs."

A teacher who has significant family financial responsibil-
ities and a small iriceme 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 is
easy to call the second teacher "ungrateful," When in fact
people are only grateful when others help them to achieve
the goals or needs for which they are striving.

The second teacher would probably be just as grateful as the
first, and be motivated accordingly, if the 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. Tice administrator'.s
help in- achieving one of these goals may be highly motivating
to that teacher and produce a similar positive increase in
morale.

(3) Some motives tend to be persistent while others may be
satisfied quickly. Some motives characterize a person's
behavior no matter how successfully the goals of the motive
are achieved. For e4(ample, a person who has a strong drive

20.
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to make money often seems so obsessed with making money that
no Level of success is satisfying. Motiyes in some people
seem to become persistent that the sciyer satisfied,
while the some mot l ve i n another person can he t 1St Led dna
Give way to the operation of other motives.

This can ofteritate and disappoint administrators. For
example, some teachers need constant reassurances that their
performances are acceptable. Unless they receive this, they
begin to doubt their achievements and resent the system
which denies them this reassurance. They become uneasy,ancl
insecure in their work. If the administrator is to meet Lige
needs of such teachers and maintain their motivation, fr=c,d-

back must tie: given that will regularly reinforce the
teachers' efforts. This feedback in the form of approval,
praise, and Acceptance must be determined by the motivational
needs 'of the individual teachers. ,These needs vary cons id-
erably from teacher to teacher.

(4) Motives are not only unique to a person, but they are also
quite subjective. What satisfies a motive in one person may

-
not satisfy the same motive in another. One person's need
for ego enhancement may be well satisfied by the intrinsic
rewards of student success, etc., while another may need
specific recognition and praise from the supervisor. This
subjectivity of motives increases the difficulty of super-
vising vocational teachers because the approach to supervi-
sion must be individualized in order to accommodate the

individual motives of teachers.

(5) Motives are sometimes hard to'identify bec'auSe persons often
hide the,real reasons for their behavior behind more accept-
able ones. If a motive such as aggression or greed is
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 society, we may substi-
tute an acceptable one for it; that is, we may substitute
behavior that is socially acceptable as a means of satisfying
the more basic mc)tive. Fur example, highly aggressive
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 laudable, when he or she expresses it by running a
highly organized and efficient laboratory. It is important
for the administrator responsible for the supervision of
personnel to try to determine the real motive behind people'-.

behavior, if there is to be success in motivating such
people.

For anothe example, let's take the case where a teacher has
strung negative Attitudes toward certain ethnic groups. It

is highly likely that the teacher will act in negative and
hostile ways to members of that group. However, these
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actions will generally be hidden behind more acceptable
motives such as demands for excellence from students belo g-
ing to the 'particular group. [n fact, the teacher is pun sh-
ing the students with excessive and unfair demands.

In another situation, a teacher may resent and have feelings
of hostility towards an administrator. But these feelings
may be hidden- behind apparent cooperativeness and even
subservient behavior_ Or a teacher's strong belief in, and
commitment to discipline May be covering a fear and a feel-
ing of inadequacy in relating to students_ Help for such a
teacher comes after recognizing the real motive behind the
behavior 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 level of maturity. This maturity varies considerably
among adults. Supervisors who'are to be successful in dealing

4.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 exhibi-t these characteristics
in the extreme are considered to be imma.ture; 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
changes that normally occur in that behavior as a child becomes
an adult follow.

(1) A child is generally passive.` 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 depe4dency and develops a capacity to shift for himself

-or herself% 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
giverk situation in a wide variety of ways.

(A) ,A child doe's not maintain a given interest for very long and
cannot pursue that interest deeply or delitprately. As he
or she matures, interest can be maintaip,earfor long periods
of time.

22

2



(5) The time perspective o f a child h; very short. ,As he or she
mq,tures he or she becomes aware of both past. and future, and
ag an'aditilt he or she often ignores the present for the sake.
of either or both.

(6) A chili is considered to be everyone else's subordinate. He
or she developsto being an equal or even a superior of
others aS an adult.

(7) A child does not have a habitual set of attitudes3about him-
self or herself. An 'adult thinks a great deal about the
kind crrperson 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 he suffocating to a-more mature person.
Unfortunately, the authoritarian attitu 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 findings indicate the great need to
supervise teachers as individuals based upon the administrator's
accurate assessment of, the level/of maturity of each individual.
teacher. However, qne must hasten to add that it is very easy to
conceive of employees as much less mature, much less responsible,
and much less motivated thpri they in fact, are.

As an administrator, you may find it helpful to ask yourself
the following questions in assessing the level of maturity of a
member of your Staff.

Does the teacher show considerable dependence on others in

his/her work?

Does= the teacher frequently seem hesitant to make a decision?

Does the teacher shoW a need to check out constantly all
his/her decislons with the supervisor?

Does the teacher seem rigid in responding different
situations? ,

Doe's the teacher.seem to lose interest,quickly in new
responsibilities?

A

'Does the teacher seem more concerned with the immediate
present than with future development and advancement?

Does the teacher anterabt comfortably with supervisors and
_subordinates, or does he/she seem subservient to supervisors
-and dominating of subordinates?

' Does the teacher seem accepting of his/her self, and display
a reailistic assessment of his/her characteristics and
abilities?
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If your responses to most of the above questions are "yes"
regarding a particular teacher, or if a,tcacher displays any one
of the characteristics to a marked degree, then it is probable
that the teacher needs some help in dovelopinq a greAtor level of
adult maturity. Patient and helpful supervision can do much to
help such a teacher in this area of development.

I()pitilil 11
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For further information on the relationships among
student learning, teacher perfOrmance, and teacher
m8tivatiom, you may wish to read Gellermani Motiva-
tion and Productivity, which discusses more fully
the characteristics of human motives and the rela-
tionship between these characteristics and supervi-
sion.

You may wish to arrange through your resource person
to meet with a school psychologist or counselor to
discuss further the characteristics of motivation
dealt with in this information sheet. In this meet-
ing you may, wish to discuss ways of assessing moti-
vation, arid appropriate ways of reinforcing motiva-
tion among teachers.



Tho tollowing items chock your comprehension of the
material 111 tho information shoot, ":-;tudent Loarninq
and oahor Motivation," pp. 9-24. Each (of the five
items requires a short essay-typo response. Please
explain fully, but. briefly, and make sure you respond
to all prfs or each item.

SELF-CHECK

1, How can hiqW morale between students and teachers help the
school to achieve its goals?

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

The pripcipal of a school had asked the business office
teacher, Mrs. Brown, to make_ a presentation 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 surprised by
the amount of extra time Mrs. Brown gave to her class
to help them prepare for the display and the competi-
tion. She displayed an enthusiasm that had been pre-
viously lacking in her teaching.'



1. Wh ich persona I need cl s be ing satisfied for- t he teachers i it
the s i tuat ion descr i bed below? flow i s t h i 11) ing the work
Situation?

*

Mr. Yates, chairpm-son of -the T t. I department, seems
to. he able to get the teachers in his epartment to do
ail types of extra duties. he .loughingly told the
principal that the teachers in his department who get
the best score in the department's biweekly golf game
get the extra jobs as the prize.

4. Descri e what appears.to be motivating each of the following
seven eachers to attend the school's football game. In
addit on, identifyl-which of the five aspects of human moti-
vatio 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.o Mr. Darby
doesn('t take any interest in)the game, but works at the
gate 'Collecting tickets. Ms. Ellis has a part-time job
as a local newspaper photographer and is there tiiP\
photograph the game. Mrs. Peabody is anx.ousto leitch

\%her brother playas a memb ©r of the opposi g team.) Mr.
Thomas knows little about the game, but goe to it so
that he can discuss i,t,with the .,Football fans in nclis
class. el

c
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Coi),I s t t w() t (114,1.-:; (I(1(7 i bud by I (AA/ i n I (-m!; cil t

i 1 1 r-on t !iottre!; of !;1 I i Wit i Cil t lit'y ,;('('i t t

1 r-o ,Ict. iv i t y.
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wit.it exa( ly will he 1( sa rtic!ti f ro i t ; Mr. Younq,11
t :tupery i !-;or whtlt_le any sa Lary i itcrts,c,:;es c'an
exported f rom i nii comp lo tod t lie cow-
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Compare your written responses to the "llelf-Check"
with the "Model Answers" given below. Your responses
need not exactly duplicate the model responses; how-
ever you should have covered thy same major points.

MODEL ANSWERS

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 ran be
seen that the'very 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
enthusiastic in their work they will be more inclined to
give t e time and effort needed to improve their own effi-
ciency. Also, they will be more willing to help and encourage
teir students to achieve their maximum capabilities. As
the students bec6mo-enthusiastic in their learning they will
be more inclined to cooperate with the teachers, 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 need 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 compet4tion.
Mrs. Brown's teaching task received a challenge through the
presentation, display, and competition. It was shown to be
valued by the principal anOto be of significant importance
to the parent teacher grou[3. There was clear feedback
Supplied through the results of the competition. Each of
these factors -- challenge, value, importance, feedback--has
been shown to be important in arousing achievement motiva-
tion.

3. Obviously the T & I,department 'is benefiting from the- affil-
iation motivation developed by the chairpersh's efforts to
encourage meaningful social relations among the staff.
Apparently the staff meets regularly for golf, and'this is
encouraging the development of good hum6n 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 is obviously
a need to impress. This perhaps stems from an affiliative
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need or a need for ego recognition. Mr. Haton in motivated
by interent and el)oyment in 'the event itself. Thin in
sometimes called an intrinsic motivation becaun the event
itself is the source of satinfaction. Mins Johnon is
mOtivated by a need for affiliation and hopes to have that;
satistied by cultivating a closer relationship with the
coach--4. is to be hoped that.: the coach has a nimilar need
for affeliationt Mr. Darby is motivated by a tontic of
responsibility to his work while Ms. Ellin is at the game to
gain extra income, or perhaps to fullill a need tor achieve-
ment and recognition if photography is a strong interent.
Mrs. Peabody is motivated by the intorpesonal relations
with a brother. Mr. 'Thomas is motivated by a need for
affiliation in seeking to establish better relit ions with
the class. He is also satisfying a need to achieve by
seeking to succeed better in the teaching tank by establish-
ing bettor relations with the class. This may lead to
better clJass potivaion.

All of the teachers are obviously motivated by very different
needs. They are not exhibiting the same behavior for the
same reasons. Thup, 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 reasons for behavior behind more acceptable
ones. For example, the first teacher mentioned, Mr. Adams,
is probably wanting the principal to think that the- reason
he is attending the game is because he is interested in the
school and its activities. tie is really there to impress
the principal.

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 increase in knOwledge and ability.
This may be satisfying a need to achieve better standards ?rr
teaching. This teacher is seeking intrinsic satisfaction
from the activity. That is, she is seeking satisfaction
from the activity itself rather than some by-product from
the activity. On the other, hand, Mr. Youngman is looking
for an extrinsic reward--some other benefit which the activ-
ity will lead to--in this case, a salary increase. The
motivation for more money seems to be operating 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 questions about any additional points
you made, review the material in the information sheet,."Student
Learning and Teacher Motivation," pp. 9-24, or check with your
resource person if necessary.
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Learning Experience II

OVERVIEW

After comp let i rig the regu i red r( had ii(j, denim' .st rate

knowledge of tl ie ef1ect:1,ot a !;11p1.!1 vi!iclu'.!; behavior

on the performance of teachers.

Y()I1 will he riading the information sheet, "Super-
vision and Tea her Performance," pp. lf-45.

You may wish to read the supplementary reference,
i ()plitmAl Gellerman, Motivation and Productivity, Part I.

Vi tovilv

You will btu demonstrating knowledge of the effects
of a supervisor's behavior on the performance of
teachers by completing the "Self-Check," pp. 47-48.

You will be evaluating your competency by com-
paring your completed "Self-Check" with the "Model
Answers," pp. 49-'7)1.
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For information on the ettoct!; 4)1 tho supervisol's
at and behavior on the performance °I teachers,
read the following intormation sheet.

SUPERVISION AND TEACHER PERFORMANCE

Intioduction

In addition to considering teachers' needs and motivation,
we must examine how this 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
teachers. We need 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 encouraq,isng and helping teachers achieve the best possible
results from them teaching.

Characteristics of Effective Supervision

Considerable research has been undertaken to establish the
impact of various styles of supervision on an employee's motiva-
tion and resulting occupational performance. This research has
revealed several important dimensions about the relationships
between supervision and teacher performance. Elton Mayo (1945)
in his famous Hawthorn studies did much to establish the impor-
tance of human relationships and personal interaction 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 neglont
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, extremely 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 qualities has what is known as human
relations skill. He gains this skill partly through
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knowledge and experience and partly as a result of a
basic commitment to, and a belief in, the inherent
woith eat each pcison.6

Mayo established the need for supervision which was sensitive
to the employee's personal and social needs. He found that
employees tended to establish significant relationships with each
other so as to satisfy their social needs, and that. thesi"!..rela-
tionships were more powerful in deterimiing motivation than the
combined strength of money, discipline, and even job security.
This work led to a movement called the Human Relations School of
Management. This school places emphasis on the need for super-
visors to be trained in such skills as listening, understanding,
and eliciting cooperation.

While some aspects of Mayo' work have been challenged, it
has firmly established the fact that supervision does affect the
motivation of employees. ft has also established that super-
vision which is based upon a concern for human relations (and the
factors that establish and strengthen effective human relations),
will be more effective in motivating employees in their work
responsibilities than supervision which ignores these factors.

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

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

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

6 George B. Redfern, "Strengthening Principal-Staff Relations,"
Handbook of Successful School Administration. (Englewood Cliff's,
NJ: Prentice-Hall, 1974) , p. 280.
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Even the appealance (.f an inttusion may set iously effect the
teachers' ieaction. The teaeheis' 41'11M of plotessionalism is
felt to he violated when supervision appeals more intrusive, M01-1,
dife.ctfvc, of elwiel than owlsistnt with piofessional auton-
omy. It is easy foi an enthusiastic, "busy" supervisor to give
unwittingly this imission of XC!IAIV( work supeivision. Such
supervisors may feel that it is their iesponsibility to supply
all the answeis and, thus, be mole directive (or appear more
directive in All effoit to be helpful) than the teachers feel
necessary. The administrator, then, needs to develop skills in
persuading and suggesting, rathei than telling and directing.
Success in such persuasion will be greatly influenced by the
respect with which the administrator is held by the teachers.
This respect (ws t r( t (!.1(I1( I :3 appreC .1 t Ic1I1 of t he admi n-
1 St ra t or ' s sincerity, ahility, and support of the teachers in
their task. An essential ingredient of this sincerity is the
administrator's consistency in relating to the staff.

e;onsistency in ,E?rvision.--(;ood human relationships are
,

established only when people reel that they know, understand, and
trust each .>t het t() trust is the ability to predict
a person's behavior and to act on that prediction. If the teacher
becomes uncertain of the supervisor's reactions, or it the supel-
visor seems to treat teachers differentlyor treat the same
teacher differently in similar circumstancesthis will prevent
the development of trusting relaLionships between the supervisor
and the tacher:i. This lack of trusting relationships can cause
feelings of insecurity and hostility in the teacherS. The admin-
istrator must be consistent in judghonts and behavior, and this
consistency must be seen and recognized by the teachers. This
may re-quire the administrator to give more explanation for deci-
sions and behavior than would appear necessary at first glance.

In order to ensure consistency in the superviion of per-
sonnel, it is a good idea for the administrator to have clearly
established procedure:; for dealing with certain problems. If
teachers know these procedures and recognize that they apply to
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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 is a good practice ipo have well established proce-
dures for dealing with the common issues and problems in the
superision 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 sppervision to be successful. Many suc-
cessful supervisors combine elements of the employee-centered 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 enhandes
the employees' proprietorship of their jobs.

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 in 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-
trusive and non-directiv s 'kely to be far more successful in
preserving the teacher's ense f professionalism--and indeed
enhancing it--than more tocrat c styles of supervision.

Supervisors can e following questions to'
see whether they are meeting the goals of an employee-centered
style of supervision.

Do I give clearly defined responsibilities to the teacher?

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

Do I allow them to exercise their own initiative and judg-
ments n these responsibilities?

Do I refrain from/interfering when the teadber tackles the
.responsibility differently from how I would?

Do I praise the teacher for creative effort and initiative?

38
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4 Do I make provision for the teacher to reap a clear sense of
achievement from success in the responsAility?

Do teachers know'What to expect from me?.

Can teachers rely on me to meet their expectations?

Do the teachers feel close enough to confide in me?

' Most teachers'.desire for autonomy was further revealed by
research undertaken by F'rede'rick Herzberg (1959) to determine
what factors motivate professional people to high productivity
and leave them with a strong feeling of job satisfaction.

Professionalism and Employment Satisfaction

.
Two different sets pf factors were found to affect the

employee's attitudbs toward work. One set of factors seemed to
lead to gr ater effort and enthusiasm in work, and a greater pro-
ductivity. This set of factors was named "motivators." The
other'set of 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, worming conditions, and good supervision.
These factors have to be satisfied if the employee is to be
motivated to greater effort and commitment 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 exercise
initiative, ingenuity, and to experiment.

If we consider 'this claim about hygienic factors and motiva-
tors carefully, we can see that many apparent contradictions
about job :satisfaction are xplained by it. The hygienic factors
must be felt to be sati actory before the motivators an work.
It isc essential that such background factors as salary, supervi-
sioh, and working conditions receive fair treatment bef re'
employees,can be motivated to greater effort and enthusiasm. if
these factors do,not receive fair treatment ther*theiemployee's
sense of worthiness -is adversely affected. _This causes employees
to lavome embittered and antagonistic to-management, Or to be
humbbd beyOnd the point of caring about doing work they were
formerly proud of. HoWever, even when these factor's are satisfied
this does not automatically mean,Ehat the individual will respond
with great enthusiasm. The employee may just lapse ipto a comfort-
able and uninspired rut. The greater effort and enthlisiasm 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 significanto. not merely fuh but adventuresome, and when the
employee derives a sense of personal growth-from.the occupation.

J

"42



For the supervision of vocational personnibl, the implica-
tions of this research are apparent. It explains why some-fac-
tors such as pay and working conditions, which we have come to,
believe are important to motivation, seem t9 motivate%only 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. Among 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 professional deVelopment that will allow the teacher
to improve continually in the teaching task.

As already mentioned, supervision must respect the teacher
as a person aridThe sensitive to personal and social needs if the
teacher is to be motivated. Bully this alone, does not guarantee
that motivation. Effective supervision also leads to the teacher's
professional development, to helping the teacher perform more
expertly, to enabling the teacher to be.creative, and to giving
the teacher increasing responsibility and cha4lenge in line with
the teacher's level of competence. This is the other aspect of
supervision that will tend-to result in highly motivated teachers.

Administrators should ask themselves the f9111.owing types of
questions to examine whether they are-recognizing:these factors
in their supervision of personnel.

Have I a compYchensive program of staff development?

What am I doing to help staff TemberSimaximize their prgfes-
sional development?

DC1 I regularly monitor staff,teaching activities ,and assist
them in exploring new methods?

Do I regularly discuss with staff new ideas and methods
relevant'to their professional aevelopment?

Do I,encourage the staff to experiment with new ideas and
methods?

Do the staff have clearly defined responsibilities in line
with their individual abilities?

Do I see that the working conditions of the staff are, as
comfortable;and convenient as is posSi.ble?

Am I sympathetic to staff desires.for optimum salary and
working conditions ?.

Do staff members know of'm ympathy toward these factors?



Do r put too much emphasis pay and working conditions as
staff motivators?

. Am I sympathetic to the stiff's desire for tenure and are
they conscious of that,.-sympathy?

Do I'organize teaching loads that areseen and felt by the
staff to be equitable?

Do I ask teachers as-much as possible to'work in their pre-
ferred disciplines?

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 individual.

Management is not simply a process of making the right
decision and seeing to it that the decision sticks.
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
consist 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 likely to
have no real effect or even a negatiYe one

Understanding men means much more than knowing their
Ames and birthdays.\ It means knowing their aspira-

tions.and-their frustKations: It means sharing with
them some o the power \over their worming lives that
mapagers habitually exercise.?

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 interestipg to note that no matter how much evidende
i accumulated to showfhow closely the morale of workers is
related to the degree to which they'aie include,.. in the decisions
that affect theirworking lives, many administrators are still
very reluctant to trust the ability of workers in this decision
process. t is probable that this reludtance stems from the fact,
that the ci ion process is the cleareSt.evidence of power--and
one of the most satisfying outcomes of it.., There is much evidence
to indicate that 'eople are not only ambitious to gain power, but
also very reluctant to share it. Th some administrators are
reluctant to share this power.

I

?Saul W. Gellerman, Motivation and Productivity. (New York, NYc
American Management Association, Inc., 1963), p. 62.
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Involvement in the decisiOn-making,process has been shown
again and again to be an important motivator for the, employee.
It is this involvement which gives the employee a sense of power
and 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 being demonstrated increasingly is that people have
greater potential to be motivated in their work than has been
allowed for by traditional supervisory methods. Supervisors that
acknowledge the ability, 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 supervisor in those who are being super-
vised.

Basic to the success of such supervision is an effective
self-awareness on the part the supervisor. Supervisors need
to know what impressions theer make on others, why their behavior
affects others as it does, and what their own motives are for i

ddaling with people. Before supervisors can deal sensitively
with others, they must understaiid 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 4enuineness on the part of the administra-
tor: In his work dnithe organizational climate of educational
institutions, Halpin found a most significant relationsklip between
genuineness and super sion.

)

Genuineness and Supervision

The "organizational 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" o\ organization and is significantly determined
by the administrator'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, Theory and Research in Administration. (New
York, NY: Macmillan Co., 1966), Chapter 4.



Underlying this climate, dind its impact on employee attitudes
and motivations, is an important 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.

As we looked at the schools in our sample, and'we
reflected about other schools in which .we had worked,
we were struck by the vivid impression that what was
going on in some schools was for real, while in other
schools, the characters on stage seemed to have learned
their parts by rote, without really understanding the
meaning of theirroles. In the first situation the
behavior of the teachers and the principal seemed to be
genuine, to be authentic, and the characters were
three-dimensional. In 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
individual style to their job and to their relations
with their cblleagus. In the; other the roles seemed

ito 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 te4cher or a
principal appeared to constitute his essential sense of
identity.9

Halpin has found that the behavior of superVtsors who are authen-
tic, who are genuine, is more likely to be accepted--whatever

. their style of supervision -thax that of those who are preoccu-
pied with their role, and their po'sition. This is obviously a
very ;important commentary on the behavior of administrators,
stemming 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 belieVing in them.
Such behavior only contributes to suspicion and lack of trust on
the part-of the employees.

N;(4,bid., p. 204.



Supervision and Self-Actualization

The findings from this research and the propositions from
the various theories on mOtivationand 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 independent person socially, emotionally, and
professionally.

In summary, the research on supervision would indicate that
there are at leagt three important 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 land 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-centOred, trusting or directive, sensi-
tive to personal and social needs or insensitive, genuine or
superficial and insincere. Each of thes-e variables must be
handled carefully if effective supervision is to result, and
those }being supervised are to be effectively motivated.

It will\ help you to fulfill your supervisory responsibili-
ties effectively, if you do the following on a regular basis.

Make a comprehensive personal fie on all teachers under
your supervision.

Include data which will assist your personal as well as your
professional relations with the staff./

Make a schedule of responsibilities which you.have initiated
with the individunPMembers of the staff.

Initiate these in conference with the individual staff mem-
bers--taking into account whenever possible', their personal
motivations and preferences.

- Make a program to follow up those responsibilities, and to
assist, encourage, and guide staff, where necessary.
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Make provisio0.for staff to receive appropriate praise, and
other rewards for the successful completion of those respon-
sibilities.

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

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

Show interest, as appropriate, in the personal events of
staff, such as family welfare or the artival of children in
the families of the staff, etc.

Make a schedule of regular visits to staff classrooms and
laboratories for observation of their teaching activities.

Arrange this schedule in conference with the individual
staff members.

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

. I Opouti.a
/1( tivily

For further information on the - ffects of the atti-
tudes and acts of the supervisor's behavior on the
performance of teachers, you may wish to read
Gellerman, Motivation and Productivity, Part I, in
which many of the most important studies that have
been undertaken to examine this relationship are
reported.
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Activity

The following items check your comprehension of the_
material in'the information sheet, "Supervision 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

1. Discuss two different reasons why a teacher's motivation for
better teaching performance may be increased as a result of
the adAlinistrator getting to know the personal needs of the
teacher.

2. Name two characteristics of profess'ionali and discuss the
style Of supervision which will enhance t e characteristics
in teachers:

3. Describe briefly t o incidents in a teaching situation which
you feel demohstrAe a lack of genuineness on the part. of the
administrator. What would be necessary to correct the situa-
tiony
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4. The following situation describes how a vocational superVisor
supervised his staff. Analyze the strengths and weaknesses
of the teacher's -performance in relation to the motivation
of teachers.

a

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 of the
program, a series of workshops should be organized to occur
regula*ly 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.
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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.

MODEL ANSWERS

1. A teacher's motivation may be increased when the administra-
tor is in a positign to respond to his/her personal needs
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 ps 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 pleas: 9se who seek to
please them. The administrator who seeC . stablish such
a responsive relationship with the teachi li'aff will find41.

that the staff is likely to respond to him/her by trying to
perform their work in such a way as to please the adminis-
trator.

2. There are at.least three different characteristics qf 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 capabilities to shape the task
and achieve its goals in his/her own unique way.

The supervision which will enhance these characteristics will
be unobtrusive and non-directive, 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
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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 t9 experience discovery and accomplishment in a
way which malies the achievements of the teacher more personal
and unique.

. 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 genuineness 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 its scheduling policies or other administrative
procedures.

4. The overwhelming impression gained from this first example
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 unprod ctive
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
concludes such a meeting by stating that he feels that there
was general agreement with what is obviously his point of
view is portraying himself as an autocrat indeed, which is
hardly the way to arouse the motivations and sympathies of
the staff.



LEVEL OF PERFORMANCE: Your completed "Self-Checkhould have
covered the same major points as the model response. If you
missed some points or have questions about any additional points
you made, review the material in the information sheet, "Super-
vision and Teacher Performance," pp. 33-45, or check with your
resource person if necessary.

I
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Learning Experience III

OVERVIEW

Given actual i;hLuati(ins in which administratAs are
supervisind rord AM! analyze the style, and
procc'dnrc's eayh administrator in th;72 super-
vision proces.

Y()11 will he d,,cumenfing your oLliervations of the
adrii r n i t art tttcl AAA 1 yl 1 ;-,tyle and pro-
cedure:: used '1 11 ",1(:ii ':3upery 1 sor-1;7situation.

Activity
You will he weitind A critIcal analysis of the
supervin style and procedures demonstrated by
the superviHors you observed.

tplum,i1
y()(1 Nkly wish h ti,_() read thi-iuppl_vmntary reference,
:;o.r(tit)7,1:111i and :;Larratt, Emerdin(j Patterns of

At tivity ::)Liii(ry i :; iotl: IluiliAn PO 2-;;11('CL 1 VeS , Chapters 7 and 8;

Feedback

Your ,-i,:(1Hie:Icy iti aNalyzinfl the style and proce--
dures used h. each Jdminii-;trator in the supervision
pros esii will by your resource person,.'
usind your compliod documentation as a guide.

5-3
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O

Obtain permission from two or more administratorn-,
observe their administrative behavior when involved
in situations which require that they Si_ipervise
personnel. It may be easier and preferable for you
to observe two or more administrators from different
schools so that you may observe different aspects of
the administration in each of the Schools involved.

Review the "Record of Supervision," pp. 57-59, before
you observe each 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 written
notes in an unobtrusive manner.

Observe each 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 donne in an unobtrusive manner,
and that you obtain prior permission 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. In 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:

take notes in an obvious tv.14 which people may
find, threatening

make any recording of conversation or meetings
which have not been. agreed to

use a visible rating scale or checklist

give the-impression that yOirate evaluating a
paxticular person rather than analyzing adminis-
trative procedures

41.make hasty judgments about ptocedures being used
before you,haVe gained all the necessary infor-
mation about them
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RECORD OF SUPERVISION

I. 'How does the administrator delegate responsibility to the
staff?

II.

r
r

0

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

How are staff consulted in aelegating responsibilities?

How
and

are the responsibilities matched to the capacities
interests of individual staff members?

How does the administrator give continuing supervision
to delegated responsibilities?

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

What sort orfeedback do staff members
their performance?'

What system exists for sta
...responsibilities of individual

What sort of rewards Ire given
cessful(=Performance?

receive about

general to know the
taff members?

staff members for suc-

How does the administrator" include staff in the decision-
making processes in the school? ."64.

In .recording aAnd analyz g this aspect of, supervision you
may find it helpful to_ swer some or all of the folloWinq
questiOns.

How frequently are.sta meetings'schduled?

How is the agenda for such staff

How are.'staff epcouraged to con
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How are disagreements and opposition to the adminis-
trator's suggestions handled?

How are the conclusions. from a staff meeting arrived
at and implemented?

How are staff informed of the major gecisions that are
to be made in the school?

What procedures exist for staff to give suggestions
and ideaS about those decisions before they are made?

How do staff know whether their ideas are considered
seriously when important decisions are made by the
administration?

What freedom is given staff t initiate new ideas and
to experiment in, their profess onal responsibilities?

How are staff informed of mkpr decision. which have
been made and the reasons for those deci 1vs?

What are the channels of communication existing between
the administration and the staff, and between the staff
and the administration?

How does the administrator encourage positive interpersonal
relations?

In recording and analyzing this aspect-of supervisic.1 you
may find it helpful to'answer some or all,of the following
questions.

:`How much contact does the administrator have with staff
members?

How frequently does the administrator mix informally
at coffee breaks or lunch with the staff?

How does the administrator encourage social activities
among he staff?

10Isf
\J"--
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1

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

What level of friendship and social interaction. exists
among the staff?

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

What social committees exist and how active are they?

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

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

How well does the administratioa41.,.seem to know tlie per-
sonal feelings and concerns of the staff?"

How does the administraillion respond to the personal
feelings and concerns of the staff?
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Activity

()0111.11.11

Based upon your notes and the questions given in the
"Recor(f ot Suvervision," pp. ')7-1,9, write a critical
analysis (*each of the supervisory situations you
observed tri analyzing the situations, consider what
has been shown to be important to the teacher's need
for achievement, power, and affiliation. You should
also considcir the characteristics of human motives and
how the style and procedures of supervision which you
have observed accommodate or contradict those charac-
teristics. When writing -your analysis be sure to con-
sider carefully the :characteristics of supervision
which have been demonstrated to support and encourage
teacher m)tivation.

You may wish to read the supplementary reference,
Sergiovanni and Starratt, Emerging Patterns of Super-
vision: Human Perspectives, Chapters 7 and 8, in
which you will find further analysis of styles and
proCedures Qf supervision which lead to improved
teacher motivation and teacher satisfaction.

Present your documentation and-analySIlq of the admin-
istrative.supervisory situations which you observed,
to your resource persbn feT his/her assessMent. Your
analysis should have demontrated understanding of
the main principles of the isupervisiorof perSonnel
aid recognition of the,eff4ctive or ine'YfectiveNappli-
eation in the school situation. If your resouik
persO feels that major elements of these principles
have. )not been included'in your written analysis,
review the information in the information sheets,
and consult with your resource person to determine \f
what additional activities you need to complete in
order to reach competency-in the weak area(s). 1
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Learning Experience IV

FINAL EXPERIENCE A

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

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

delegating responsibilities

including staff in decision-making

encourag*ng positive interpersonal relations
among staff

meeting the personal needs of individual
staff members

NOTE: As you complete each of the above activi-
_ties, document your actions (in writing, on tape,
through a log) for assessment purposes...

Arrange to have your resource. person review your
completed documentation.

Your total competency will be assessed by your
resource person, using the 1:Adminittrator Perfor-
mance Assessment Form,'.! pp. 65-67. Based upon the
criteria specified in this assessment illsitrument,
your resource person will determine whe er you are
competent in supervising vocational education per-
sonnel.



Name

Date

Resource Person

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
placing an X in the appropriate column under the
LEVEL OF PERFORMANCE heading. If, because of special-
circumstances, a performance component wls not appli-
cable, or impossible to execute, place an X in the
N/A column.

ADMINISTRATOR PERFORMANCE ASSESSMENT FORM

Supervise Vocational Education Personnel

In giving responsibilities to the staff,
the administrator:

1. clearly defined 'those responskbilities..

2. worked out taresponsibilitieSi in col-
labdation with the staff member(s)

3. gave responsibilities that wer chal-
lenging to the staff member(s)

4. explained clearly the standards of
performance expected

5. showed continued interest in the
teacher(s) progre(ss in fulfilling the
responsibility

6. gave feed1ack to the staff.member(s) to
assist that person in achieving success
in the responSibility
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7. gave praise and approval.to the staff
member(s) for successful completion of
the responsibility .I

did not interfere unnecessarily with
the staff member(s) in fulfilling the
responsibility

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

In including the staff in the' decision-
makingprocesses, the administrator:

10. scheduled frequent staff meetings

11. enabled teachersto contribute to the.
agenda of the staff meetings

12. sought suggestions and input from
teachers for the staff meetings

13. responded appreciatively to teachers'
suggestions and contributions

14. responded positively to viewpoints
different from his/her own

15. initiated procedures in the school to
encourage staff suggestions and input
into decision-making

16. 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.

-1)\

'informed staff of Major decisions which
were to be made

19. encouraged staff to express opinions
= on those major decisions before they

were made

20. informed staff clearly of major deci-
sions made and the reasons for those
decisions
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In encouraging interpersonal relations
WITTiin the school, the administrator:

21. showed a friendly manner towards the
staff (for example, greeted members
of staff 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 relevant, (for
example, iAquired about the health of
staff families, the birth of babies,
the success of staff in hobbies,
sports, or other interests)

23. promoted social interactions and social
functions among the staff

24. attended staff social functions
regularly

25. interacted with staff informally at
coffee 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
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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 order to reach competency in the weak area(s).
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