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Introduction

Manpower supervisors are leaders holding a varlety of role-
expectations. They are expected to identify, plan, direct, coordinate,
camunicate, evaluate and irmovate effective programs. They are
expected also to supervise subordinates in such a wey that employees
can contribute to the attairment of program objectives and goals. In
short, supervisors are expected to maintain the human support systems
of the organization while achieving the goals of the organization.

The degree to which supervisors will be successful in meet::ng
these afpectatmns as leaders deperds to a large extent upon their
ability to achieve purpose through cognitive and technical skills and
their capacil:yz to achieve purpose through tl"nsesupernsed An
appropriate integration of these two dimensions of leadership benavior:

concern for goal attainment and concern far?eom;e tnderline the

major focus of this training module.

This module stresses the partlc;patﬁry nmgmt approach to
effectise supervisory behavior. Ejrphams is placed upon the need- ‘
dispositions of subordinates in order to stage hlghly motivating work
envirorments. The module also takes into account the interrelation-
shlps between the nature of the organization; . the characteristics of
subordinates; the leadership functions required of supervisors; and
the values and assumptions about the world of work held by supervisors.

Scope of Training o
* This module requires m:) full days of training. The training is
designed to provide 'new and would-be supervisors with a theoretical
and a practical framework to understanding the concepts and the

%
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nature of supervision and leadership ux work settings. A second
purpose is to prcvide trainees with fundamental principles and necessary
considerations for helping érplcyéés to i’r:prc:vz their Imawledge and
skills in wérking with people. !
Those who participate in this training module will be guided to
' identify a personal theory of supervisory behavior: a practical basis
for acting; corresponding strategies and ml@nentatmn tacl'm.l@es,
and methods for evaluating the strengths and wealnesses of one's super-
visory performance. .
The module is composed of structured experiences of a theoretical
and of a practical nature. Replication of the module for training
purposes can be most effegtiveiy accomplished by supervisors who

have participated as trainees.

Training Objectives

At the conclusion of this training, participants will be able to

demonstrate the following skills:

1. To define a personal philosophy for supervising subordi-
nates. ’

2. To explain major approaches that euders use for plarming
and goal setting; for implementation techniques; and for
evaluating practices. |

3. To identify a personal approach for motivating subordinates
in order to establish a positive supervisory climate.

4. To determine uses of mflua’x:e and authority for inter-
personally influencing subordinates to follow.

R
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5. To identify a personal strategy for bringing about constructive
change in employee's attitudes toward work and performances.

In order to realize the above objectives, the following training

methods will be used:

lecturette

- saif.as_s.esmt: exercises

mll group decisicn-making exercises

simulated role play

- indepencdent ~ctivities

Lecturettes will be used to introduce concepts and theoretical

implications for effective supervision and leadership. Self-
assessment exercises will be used to aﬁhle participants to identify
an appropriate and a personal model for leading subordinates. Small
group decision-making exercises will be used to allow the participants
opportunities to use a decision-making model and -to apply lecturettes,
self assessments, and the cgn;tf;;xt from films in structured-work

situations.




9:00 - 9:45 a.m, Introduction

Participants will be asked to ﬁit:fﬂdu,cé them-
selves to other group members by sharing

the following biographical information:

Place of Employment

Supervisory Duties

Hobbies

- Expectations of Training
The trainer will present an overview of the

two day training workshop

9:45 - 10:45 a.m. Personal Philosophy of Leadership
’ The marmer in which one leads, depends to a

large degree upon a basic, personal philosophy
that one tolds about the nature of people and
a person's motivation to work. Often times
this phi. lcsgpl?y mflueﬁces the actions
leaders take tﬁ»abtam maximum performances
from subordinates.
The intersection between leaders' actions and
their beliefs and gttitudes about man's .
nature to perform at capacity levels will be
presented by the traﬁia:. MGzeg:r's set of
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psychological assumptions, Theory. X and Theory

Y, will guide this lecturette.

The trainer

will describe managerial practices which
correspond to each set of assumptions.

Psychological Assumptions

erial Practice

I. Theory X

The average man is by nature
indolent, lacks ambition,
dislikes respmsibilitjr,
prefers to be led, resists
change, is gullible, not very
bright, and is inha‘ently self-
centered--indifferent to .
organizational needs. d

II. Theory Y

People are not by nature
passive or resistant to

itional needs. Present
in all people are the capacity
for assuming responsibility,
the readiness to direct their
behavior toward organizational
goals. People want to

o

1. Paternalistic Practice

The more one rewards the harder
people will work. (Rewards=
pension plans, group insurance,
subsidized ew:hx:aticm recreation
programs, comfortable working-
canditians )

2. Scientific Management

Rewards and Pmlties a‘e tied
directly to Rewards

are tha‘efcfe cﬂfﬂitigfal
ards=individual wage

(Paﬂaltiesqva'ring e
or dismissals)

1., Participative Management

Individuals can derive satisfac-
tion from doing an effective job.
People can become ego-involved
with their jobs, emotionally
comnitted to doing them well and
take pride from evidence that they
are effective in-furthering the
objectives of the company.

: =Freedom in determining
how one will do the job; being
included in the decision-making
process for b design and = .
attairment.) :
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Following the Roturette, participants will

engage in the following activities:

1. Participants will discuss their personal
philosophies (assumptions about their
subordinates' attitudes toward work) in
small groups. Answers to Eﬁ% following
questions will guide this discussion:
(a) - What are the basic work attitudes

of your subordinates?
(b) In what ways do these attitudes
influence your sup’g\iisaﬁ behavior

2. Participants will increase their aware-
ness of their personal philosophy for '
mpa:vising byf:espmﬂtlg to the '"Mana-
gerial Philoéphies Scale' questiamaifei

, 3. Participants will discuss any discrepancies
/_> between their philosophy and their current

supervisory practices.

10:45 a.m. - 12:00 p.m. Motivational Theories and Techniques

and 1:00 - 2:00 p.m.  The following motivational theories will be
presented in the form of a lecturette:
A. Maslow's Hierarchy of Human Needs
B. Herzberg's Theory of Human 1?:2:-.1;131
C. Lawler's Theories on Job Redesign




A. Maslow's Hierarchy

Maslow's Hierarchy will be presented in
such a way that participants will under-
stand the relationship between an employee's
general system of human needs and an
-employee's readiness to respond to motivat-
ing work settings. In other words, par-
ticipants will gain an increased awareness
of techniques for arranging motivational
work-enviromments which correspond to
subordinates' preoccupations with satis-
fying needs at particular levels within
the hierarchy

“The chart below summarizes the content

of this lecturette.

Maslow's Hierarchy of Human Needs

Need Systems t Suggestions for
(Elements of. general Arranging a Motivational
needs to be satlsfle«:llé ____ Vork Environment

1. Physmlcglcal needs 1. Comfortable office
- food, clothing, shelter - adequate coffee bfeaks or
physical comfort _ rest periods

2. Reduce uncertainty about per-
formance and job security
tiwough clear policy statements
and frequent performance feed-
back. Provide a clear set of

fme objectives. Clarify
duties and d responsibilities.
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Need Systems
(Elements of general

___needs to be satisfied)

Suggestions for
Arranging a Motivational

Social needs

- friends

- interpersonal relation-
ships

Ego needs

- achievement

- recognition for
acceaplishment

- self confidence

- creativeness
- immovativeness

Develop cohesive work groups
and open chammels of commmni-
cation. Promote team work,
staff meetings, and extra-
curricular activities after
Organize work to satisfy the
needs for recognition and
achievement. Provide construc-
tive criticism and written
credits for good performance.

Organize work to allow people
to realize their own potentiali-
ties Jor contimied self
development, and for being
creative. Redesign jobs to
match abilities. Give special
assignments. Allow people to

experiment with new ideas.

4 B. Herzberg's Theory of Human Motivation

This presentation is designed to examine
the levels within the hierarchy in which

respond to motivational envirorments

that stress the content of the work itself.

These levels are Ego Level and the Self-
Actualization Level. In other words,
in the work setting, motivating factors
relate to satisfying ego needs and self-
actualization needs. Maintenance or

satisfying fa::fmfs pertain to physiological,

12
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1w

safety and aacial neec;s 'Ihese needs
are often satisfied/ ﬁy trﬂ'nsgsngnt t:l'maugh

- established agency pclic;es. rules,

regulations, sals;‘ies and procedures. \
Satisfying these lower level needs quite
ofté{' is not within the power of the

superw_sgr H:weva'; the W has
resmrces Eﬂ s;rrange th.e wcrk setting to

g ﬂntzsvate subcrrdinates by satisfyﬂ:gg ego .
_aﬂ self—acmallzat;m néeds (higher, level
| needs) . ‘These m:nt:.vatmg factors iru:luie

/

such things as at:hievaent recngm.tion

’_ _r‘fe*spcnsibility,_ wth and advancement.

Following ‘the 1ecttgettes p@tiﬂip@ts o
j;wr:L],l reswﬂ to the ‘}Enagaﬁlt Motives
;Indg;' questmgire This questimire ;
“ﬁ.ll enable participants to sldait;ﬁy pos-
sible discreparicies between their @

tions c:f the naeds of the typical ot

Following this questismaire, participants
~will discuss techniques for accurately
assessing the needs of m&nmtes;;a
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that appropriate and stimilating motiva-
. . tional envirorments can be established

v - , by supervisors, |

.Jc:b content is the critical determimte
[ - " of whether amployees believe that good
" performance on the'job leads to feelings
of aci:@plis}ﬂsitj growth and self-esteem,
_ Character;sti:s which jobs must possess
J ‘ . to arouse mtivati;ng factm:s (higher arder
needs) are: ‘
1. Individuals must receive meanir
5. feedback abmt: pa'farﬂ‘EEE
"'2. 'The job must be pafceived by the
| itﬂividual as requiring him/her to
use abﬂities that he/she values in
! csrdgr tnperfam the jq,:b effectively
i | B '3, The individual must feel he/she has

a high degree of self-control av&

setting his[ha‘ own goals mﬂ over

defiﬁi;:g the paths to these goals.
Tezhﬁ.gues for a::ra'gmg the work setting
to nn@_tiﬁﬁe @kxyees are:

= .
B Ty IS - W= e R e T R N ST PR LY e e T
. ai T B Lo e G D e L AR Gt R AR e i i - R BT




Page 11.

1. Enlarging jobs horizentally --
the horizontal dimension refers to the
mmnber and wariety of operations an

2. Enlarging jobs vertically --.

. the vertical dimension refers to the
-degee to vihich the jab holder c::mfmls
theplamingani a;a:utmng?thejab

' and participates in the setting of
organizational policies.

3. The Decision-Making Process
" E’a:‘ticipatar_s\r decision-making is a
: vating work setting. * Supervisors and
" subordinates can determine together
agem:y neeﬂs, accmmtsbility systems

tions) and ways to improve staff . -
| performance (Btﬁ develapmait) A '
 decision-making model such as f]ae one

belaw can fa:ilitate jDL'lt da:.isim-s

mld:xgbeﬂieai supervis acemmtsbﬂity"
~and sta& 1evels arﬂ/af gasls '
!hjecdves

i

Magd PR S JPUNA PP b X e e Lo Ciaepdnn - b =, 1y
HESNER (IOVE ¢ W CUL B = MNP IR I WIS SPRIPRY 1 - SRV /AR SR e s N L s e e end
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¢. Generate Alternatives for
Realizing Objectives
d. Select the Most Attractive
Alternative(s)
Develop an Implementation Plan
». f. Implement . |
. _ ' g. Evaluate the Process and Product
Upon campletion of the trainer's lectur-
ettes, participants will be ins:m:ﬁed. to
_complete "A Profile of My Work Seétmg" .
and will indicate motivational theories
that may be applied to enhance the per-
farnsnce of those m.lpa‘vised _ |
"Motivation ihsaugh Compensation’’ is an -
additional exercise which can be:used to
- e 2 of job redesign. |

'lhza.gh Motivation
’ o An open climate allows supaf\ﬂ.aars ﬁa deta:nﬁine

the need-dispositions of subordinates so that
superviéors can arrange the work environmen nt:
* to motivate 3& to, satisfy subard:lnstes. It

ﬂbles supervisors to provide the hecessary

ne. 16
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currency of exchange to obtain maximm per-
/ ,’ formance from subordinates.
/ " To do so, supervisors should engage in the
/ following activities:
/ | 1. Identify individual needs of subordinites
, by , _
- Discussing with geh iiﬂividml hiS/’th
tﬁ‘ | | ness wasxts aﬂ pfcbl@g
- Dbsﬁ'ving ca:gfully mttm of
sat'isfaetlgn or dissatisfaction.
- Conunicating at all levels
- Sﬁliciting feedback.
- Idmt.ﬁyif)g and utilizing the
mtise md ideas of each parsan
Idgxtifﬁng any s:d all indicators gf o

what ean:hpa‘san expects frmthgmrk’
~_ situation.
2. Assisﬁi:lg performance bY
- Showing the individual how his or her
goals can bea;:hieved through work goals.
- Ensuring that e:q::ectatians are inown
“and understood. L
= Detem;ﬂng mrk relatimships that satisfy.
! , Fi:ﬂj;ngautl'ﬂwpe:plethirﬂttheya:e
ST  being treated.

ks
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rning what the job is d’giﬁg-ta the

persan s séjf-estesn
- Providing tools and materials necessary

to task performance. -

Providing the intrinsic rewards an
Re&miﬂg m'ge'rtaiﬂties regardifg
acceptability of perfcrmance hy giv:mg
o canstm:tive feeﬁack

. Partiﬂipﬁ\tg Will review t,he , K

activities for develapmg an qpai supervi
clinate They will be i;lsnilcted to ida‘;f;tfy

) ) ' th:se itms which are cutrently beirig i@le-' -

‘ K mtaibythmaﬂmdeseﬁbet
- doing so.

3:00 - 5:00 p.m. | %Jge of Autknrit? and Influence
’ Leaflers lead others through the use of
influence 7a relatisﬁs;ip in which one indi-
vidLEl alfects the thnughts or attiﬁudes of
smthet‘) and thru@'l the use of authority
(a relatianship in which one person accepts _
, o as :aasarmble the unquestioned right of "
T amtheraramﬁnn@kedsisicmartske
c actions that affect him/her.) French and
o . *Raven have developed a useful set of categories
, » o
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concerning the bases of mﬂuemeviﬁch
identifies aspects of leaders' behaviors that

wigld the most suthority or power to inter-

personally influence sn.ﬂ:m‘d:l;ates
The trainer will present a lecturette Which

 describes French's and Raven's five bases of

pmgs for inte-ﬁefséﬁgily influencing: others

. to. follow (’subcffdiﬂaﬁes)f This presaltatiﬂn
T will alsa indicate ways iﬂ which participa:ﬂts |

can i:r:rease aq:a‘t and fefaent pawa' bases
with subordinates. The following topics will
be discussed: | |
Emertm ﬂlea:tatafhmleﬂgea
petsan is viéwed as posssggmg.
~- Referent power - - the extent of idmtifiea—

| tion or clasaess .tha.t cthers pa‘ceive in

relation i:a a"peraan
- Legitimate power - the accepted right of a
persan to be iﬂflumtial |

Remrdm - extent tnwhiehapersans
isviaﬁaslsvingabﬂit?mgive
rewards '

Caa‘civem ﬂneatta‘xttaviﬁchﬂ:e
pssmisvigmdasbemggmemmsh |
aths‘s ' !

R R



Page 16.

' prmla:wié?thag
gAnga'tpmgrbsseembedarelaped

" "Bec ause supervisors hold legitimate poger or

autlmit:} from an appointment by an administra- |
tor, supervisors are granted certain’ powers to
wield control and to often set duties of a
custt:dial nature uporn apl@jeés This legi-
timate authority of the supervisor I'Es tl'nj‘ee 3
tases of %ﬂtmml i.nﬂua‘::e which are

- associated with legitimate, reward and coer- .
give powers. Research has indicated that these

are the least effective of the five bases oft
power for exert ing interper: rsonal influence.
T‘ais presaltatim szll suppcrt the pasitim

‘that the most successful j:nﬂuential super-

visars dgv%'l.cp referent and/or ﬂ bases 7

having knowledge of the'task to be accomplished
and/or through pravﬁ@g a process for accamp-
1ishing the task (1.e. group decision-paking
andgrcup problem-solving). A referent power
base can be developed t‘nru.:gh gffegti\fe commumni-
catim aldlls and problem-solving techniques :
Participants. will ‘engage in the fallawi:ng te:-.h-
niques for increasing referent power :
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which they would like to solve. This
| problem should patain to mmﬁng
the pa-fme af a a;bm:dirate, or
. to m\iﬂg the j:nterpersansl rela-
timships among subcfdiﬁates A
b, Have psrticipmtsmthe ‘scope
of the problem to. reflect one |
specﬁin: taskaranea;eafcfi@mave
 ment. )

c. P.gt,icipants. should state thle'prebl@ .
by itemizing what the subordinate does
well in relatiﬂn to the specific task.

s d. Have participants itenize what the
| suba:‘dinate does poorly related to the .
¢ game task. B -
3 e. _H.sve mbcrdﬁmte sugest actians for

immving the ‘poor pa‘fmme
participants gi‘ve mlly the

' constructive criticism to another pay-

itieipmtﬂﬁvﬂ_llrolephy thesubor -
dinate.  The :lnstmetims for the verbal '
constructive criticism a::'e as follows:
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Related to a specific‘task, construc-.
tively criticize a a subordinate by:
1, Itemizing the merits,

2. Itemizing the faults,

3. Giving solutions for strer
the merits,
4. Giving scliutiﬂfis for eliminating
the faults, S
’ 5. Pékmgszbu:dinatehisarher
‘ | afeel:l:igs abﬂut your ideas
See handout in Appendix B.
2. Crediting for Performance

Instruct pgrtieipmts to write a witéal

- ' | credit to a subordinate wfbse!pa‘fme
a. has exceeded the s!@a‘v{aor 8 expec-
tations, or
"b. has been consistent ﬁd satisfacﬁ:xry
Include the following points in the written
credit: ’
. a. why it was appﬁp&‘iélte to wriﬁe a
c:;l' * (Make a gma‘al faferm of .
t | why you appragiateri the subcfd:lnate 8
N v pa‘fmei) , )
b what /tha @layee di% well.

‘\\"
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¢. how the subordinate's performance
benefitted the agency and/or the
- d. the personmal qualities exhibited by the
suha;ﬂﬁg;e when successfull;ér conpleting

9:00 - 9:30 a.m. Review

9:30 - 11:30 am.  Styles of Leadership |
Leaders sfpgience three major functions for
att:ainjng organizational goals. They é‘a
plmming and goal-setting; i@l@sﬂ:ing plms
and evaluating the plamning and i@lmtatian
processes. S - N‘
The trainer will discuss elamts of each \ )/
function and will preaaat five mches most

subordinates to agemplish the above major .
tasks. These gp;maghes will be the following:
attgined frm mteg‘atian of task and
e:playees need dispositions.
h - the mk comes
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ignored. m%amgh to get the work
but give enough. too, to kee.p m:rale at
a moderate level. ‘
3. The Abdictatif Approach - task accomplish-

ment is ifnbta:mable because people are

- getti:ﬂg the

4, The. Laissez—Fm::e Approach
job dane is incidental ta lack of canfliet

and gned fellawship 5
5. The Authoritarian App ach - pecple are
i\amlmdltyjmtasmchines ‘A leader's

rily to plan, to

resp:nsibﬂiq is pri

direct and to control the work. '
Participants will respond to the "Styles of
Leadership Survey' quest;lamai;‘é. Participants
will be expected to identify their personal
leadership practices and to determine consis-

i

tencies among their leadership practices when
lsming activities; when translating pl%na
iﬂt@ action (i@lﬁtatim) s'ld when reviewing

Just how the work was pa;fm:md (evaluation) .

In cases where participants indicate :l:x;ansi'atgit
lsgdership practices among the various work |
plmes. they will be expected to examine

ental work conditions Eﬂ_/t:r personal
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11:30 - 12:00 noor®

behaviors that might 'be contributing factors.
Where change is possible, participants will
be expected to indicate altgnative. viable
approaches. |

t}mnge agents are those j;xdividuals in our
society who have the role of bringing about
constructive change in either other individuals
or social o:ggﬂzatims Dr institutiﬂns'. \
Ihecmmselingszpaﬂrlsarhasa&;élmleas l’
a change. éga‘lt ;e

1. T@ching melars to become effective - /‘\

change agents and,
2. Changing the ineffective behavios
counselors to more productive bdas\rlars
The trainer will present some of the major
styles or aris'ntatims toward change which
supervisors might employ. 'Lhese apprcaches '
are the following: -

s of
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Orientation to Change

2. C:Eiam'ify Change
Agent

3. Client Centered .
Change Agent

4. Charismagic Cl'iﬂe
. Agent -

5. Credibility Change

2€

*"!Ls to create eanditims

'Ihistwjpeafa@ttgkesﬂlepohdm

that no one person can really change
another. People only conform or fail
to conform if they want to. The task of
the clvnge agent is to appraise the
changee of the rules and then leave it
up to the changee to decide whether he/
shemtsmfpllmarb:ﬂdgﬁﬂas

" The conformity change agent believes

that it may not be possible to change

a person's bel r. The change agent's
taskistﬂmkeclmwharismtﬁ
of the ¢ and what - 1 happen if
t}i;lchmgeednesmtfn’ ¢ this informa-
t :

tbﬂievgsﬂmtuheisa
nattz trend toward personal growth
once an individual is free to accept
himself or herself, The task of Ehis
agent is to help the person accept his
crh&susgﬂzsrﬂ@:uagswiﬂmt
the judgmental pressures of others'
values being introduced.

The agent believes that pa:ple anly

listen to suggestions £ Eﬁp they
can. respect. The task of m
sgaitistobeamdelmgjnm@

X

prestige to ,:’ luence the changee.
The agent believes that behavior is
learned and may be modified tirough
relearning. change agent's task

le
At bduﬁ.ar and ¢
faasﬂ:ﬂitias of new
realistic settings.

s
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Participmts will analyze their change agent
. ’ behavior for consistencies between a philaa
sophy for change, a strategy for change and a
method to evaluate the c.h@e pfocess They
- will respond to the "Clﬁnge Agent Questiormaire'
and determine aspects of their change agent '
processes which might need altering.

3:00 - 5:00 p.m. .  Participatory Decision-Making
Parﬁé.ciﬁsﬁts will engage in a mle play which -
s feqlmes su.:rpei"ﬁ.sars to include sabcrd;rgfés

in the dalsiﬁnﬂldﬂg process. This role

play réqm:es that supe:visors allc:w subordinates
to generate. alterfatives for solving EI‘Lfoice
problem. ,See Appa‘ndi;( B, 'PreblakSalving
'nmugh Grmp G:mnmiggtiaﬁs o

»
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APPENDIX A

Self-Assessment Instruments -

- The Managerial Philosophies
Scale ’

- The Management of Motives

Index
. - Styles of Leadership Survey
- Chang ‘; ge Agéixt Questiomaire




The selected self-assessment instruments for this training
mt:dule ‘are publisheﬂ by Teleometrics Internatianal Eaeh
instrument has been field tested by mggers and
for validity and reliability. The instruments will p;twlde
trainees with an initial basis for examining their supervisory
behavior and will enable trainees to consider ways to
si:r:aagthal the:l: sc.q:miscry practices.

The instruments can be ordered from:

Tele:metries Internatianal
P.0. Drawer 1850 .
Cgm‘ce Texas 77301



This instrument is based on the Theory X and Theory Y managerial
approaches to subordinate motivation. The instrument is designed
to help supervisors and managers to examinie their.attitudes and
expectations for subordinate performance within the organization.
‘It suggests that the marmer in which a supervisor interacts with
his/her subordinates is related to the supervisor's philosophy of
the nature of man and man's desire to work. This philosophy is sub-
sequently manifested in the supervisor's menagement decisions and
actions which in twam, affects the relatior hip between supervisors

ard subordinates.

The Management of Motives Index is based on Abrahs..n ihslcw's,mdel ,
of individual motivation, 'The Hierarchy of Humen Needs'". The

instrument allows supervisors to assess the d

The instrument allows supervisors to deta‘nﬂne the extent of con- '
- gruency between their perceptions of what typical suburdinates’ L
needs might be, and the actual experienced and extressed needs of

g this instrument

relates the.idea that congruency between these two factors, will

increase the opportunities for supervisars to

work environ-

ments that are perceived as satisfying und mwivating by subordinates. -

u

This instrument is designed to aid supervisors in assessing their .

mmmmms‘f’fm

instrunent’ provides the supervisor with information on their basic -

philosophy of change and their personal t

the effectiveness of obtained changes. The instrument also prov
. supexvisors with practical Sﬁﬂtﬁs? that are used by agents-of

tes. The




| This instrument measures the strengths and wealnesses of supervisors'
leadership practices. It enables supervigors to analyze their
practices in various phases of the leadership process. These phases
are: :

approaches to plaming and goal setting

handling of implementation activities

evaluation pfa:ct.icés

and practices related to a philosophy of leadership

» LN e

s
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- Constructive Criticism
- A Profile of My Work Setting
- Motivation Through Compensation

- Problem Solving Through Small Group




Make Sure You Fully Understand

The Situation

If you're not sure what your

bas said or done, or vahyr,,ﬁ:—--":”i ———-

Whmymfeelyuuhgvemjgh

information,--- -=-~e===e-e~=-= -—m=n
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&:nsﬁmctively Criticize YE!LE Subm'd;lmstes Work cr Idm 1

mmmseeamytawa-cmg
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A Profile of My ork Setting

Expectations

and Need-Diapositions

of Subm‘d:lmtea

Motivational
for Individuals

1 (Aetian Stgps)

Col: s\mai;mceA Subordinare A Actual
I Bxp L, * 1,
— 2, 2,
3, 3,
— .. .
5,
6

Need Dispasiticms
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MOTIVATION THROUGH COMPENSATTON

Read the :Lnsmmtiahs on the '&playnmt Profile Sheet" below and t;hm
decide on a percenta pay increase for each of the eight employees based
on motivation to perform, actual performance and your perceived need-

satisfaction of those ybu s'@avise
Employee Profile Sheet

You have to make salary increase recamendations for eight lower level
supervisors that you supervise. They have Just completed thieir first year
withtheag&cyandsz:emmbemidaedfgr their fifst anmual raise.
However, there are no formal criteria on the kind of rgises you

can give Imlieate the size of the raise that you would like to give each
supervisor by w:itk%apemm tage next to their names. ?m:diﬂsimlﬁs

bem@prc:pﬂated$ Oﬂcfmrshesfcrﬂieeights@aﬁdsors

. % Robert Money. Bob is not, asfa'asymcmtella eega-
fm Ymtme&xeekedymrviaﬂwithcthgrsandtheydamtf that
he is effective either. However, you happen to know he has one of the
toughest mkmtnsupgwigeg His subordinates have low skill levels
and the work is tedious. If you lose him, ymgemtsm'eﬂmymem]d
find to replace him. He has a Master's Degree in Program Plar ., He has
a@ressedbmfedﬁninbejngajcbﬂacmt&pgvimr Hiséivisimis
rmiblefarrgardlmping _ -

_* ‘Z. Baljy Berger. B@jyissinglemﬂsemt@ﬁvethelifeafa
. Tespectable bachelor. In general, you feel that his job performarce is
mt@tppg,sﬂmafhis"g:aﬁ"areﬁllhmtnﬁsfellw -
enployees. He just graduated from college and appears to want to settle
down. Isstweekhetﬁldymthathembuyifgakﬂuseashewasm-

sidermgmge : .

‘ZNellieGled Ymmide;‘Nelliembemeafyugbats@cfdi
nates However, /At is quite apparent that other people'don't consider her
to be an effective supervisor. Nellie has married a rich husbarnd and as .
far as you know she doesn't need the additional money. Nellie has lots of
) ;ﬂdmﬂsquitealacfmmhersuburd:lmtes Often she gpes over

enexrgy
.ﬁheﬁd&ecallafé;ty L‘\”

- % EllieEllesbgg E].liehasbea‘nve:!Yggg&sﬁJlsofsinﬂﬁ
_ tasks she has undertaken. You are particularly impressed by. this, since
she his a hard job. She needs mohey more than many of the other people, and
you are sure that they also respect her because of her good performance.
-'Egjsa&imeewith&chﬂdrm Ha‘aldestchﬂdtdllgtﬂeﬂl%e

"\




Motivation Through Compensation |
Page 2.

% David Doodle. You happen to know from your personal relationship
with "Doodles" that he badly Aeeds more money because of certain personal
problems he is having. As far as you are concerned, he also happens to
be one of the best of your suberdinates. For some reason your
enthusiasm for him is not shared by your other subordinates and you have
heard them make joking remarks about his performance. When his division
is given an assigmment the end results are superb.  Hevever, David comes
to work late and léaves early because he has babysitting problems. He
camnot afford to pay a sitter who would come to his home. His wife has
been in the hospital for some time. '

, % Fred Foster. Fred has turned out to be an average worker. He
Fas done a satisfactory jab and it is generally accepted among his subor-
dinates that he is one of the best people. This surprises you because
he is generally frivolous. He does just enoygh to get the job completed.
He allows his subordinates to take advantage of a good situation. This
type .of behavior could have a negative effect on the other division

“employees. Fred is married with 2 grown children. He's had more work

experience as a supervisor than any of the other agency employees. He
transferred to your agency so that his wife could live closer to her
parents, Fred appears to be interested in working with the agency until
he retires. He will be eligible for retirement in about ten years.

% Helen Gaslow. Your opinion is that Helen just isn't cutting
he mustard. Surprisingly enough, however, when you check with others
to see how they feel about her, you discover that she is very highly
regarded as a supervisor. You also know that she »adly needs a raise.
She was just recently widowed and is finding it extremely difficult to_
support her house and her young family of four. She has well developed
supervisory skills, knows how to get the job completed, but she turns her -
reports in late, This impedes the progress of the other divisions. She
seems to always play catch-up because she doesn't use the evening hours
to complete detailed assignments. You know that during the past month
she has been trying to find a part-time job. The extra money is needed

- badly. If given the chance, Helen could become your most efficient and

% Harry Humer. You know Harry personally and he just seems to .
Squander his money continually. He has a fairly easy job assignment and
your own view is that he doesn't do it particularly well. You are, .
therefore, quite siurprised to find that several of the other new super-
visors think that he is the best of the new group. !
1. Uhat were the factors which affected your pay raise decisions? ,
2. What are the reasons for basing pay raises on each of these factors?
3. Vhich supervisors might become more motivated through redesigning
4, What behavioral changes might occur when these employees participate

-
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~ The Use of OffieeHﬁngg in a MEI%EBY )
T : . — — —

L8

Defin:mg the Preblan

Der:igigns are m:fe frequsltly adhered to when a:bardi:ates are involved in
their formulation, hence the marmer in which the supervisor presents a -
problem to subordinates is very important., Skill in this area enables
supervisors to use subordinates as rescurces in solving problems that
- frequently confront management. Below gre poirits tcgbe cansidered when
. solﬁ.ﬁg problems. with the help of subordinates: , -

Pose the p::ﬁblan clearly. -

Identify the particular diffic:ulw or abatacle
Clarify the problem. ’

Present the problem in terms cf a ba!rier Ehat can be
removed successfully.

Practice listaﬁng and respafn:iing skills

Below are gena‘al principles that are used in assisting the supervisor
ta discuss a problem mth subordinates.

:F\ E‘w \M\ ]

e

LY

Pri;lclple One "
Identify. a s;ngle ebjectlve Present it for discussion.

EﬂmLplE,M
_Present the ?rablgl in situational terms.:

Princlple TI'E‘EE 7

-« Do hot suggest or infer a solution in the stétmt Qf the problal If

. ' a stpervisor states the problan to be'!'submitting reports late,’’ he or she
suggests that the solution is 'meet project deadlines'. Subordinates may
accept or reject his suggestion. The supervisor has already stated a
saluticﬁ Do rot.present subordinates- with a choice.

#

,,Prifgiplg Four

H

Express the pfablan in terms af a mm,:al interest
Galer:al Insmmtians ) ‘

The following role play will a:able trainees the oppartmity to practice
the principles mentioned above. Carol Jones, is the supervisor of a

diﬁsim in A counseling agency. Her division make available various
inémat:lm kept there in large files. Other divisions'in the

aﬁy 5911 her office for mfamt;gn and data mﬂ the office counselors




Problem Solving Through Small Group Commmications -

PESE Zi i *

must refer-to their records in order to answer these requests. Therefore,
the office has many phone contacts with several other areas of the

There are five counselors who report to Jones. Four of the counselors
are in charge of a particular class of information. All of them have
phones on their desks, but all the phones are on one line. This means
that only one person can use the phone at any one time. The fifth
counselor, with the least service, answers the phone first and notifies
the clerk to whom the call is directed, by means of a buzzer system. - At
the present time, this person happens to be Susan.

The clerks in the wnit are:. !
Betty Harper " 30 years old, 8 years with agency, urmarried
Jim Butler 25 years old, 4 years with agency, married,
L 7 has 2 children :
Linda Williams 23 years old, 2 years with agency, umarried
29 years old, 1 year with agency, unmarried
ed

4 Kermeth Peters

- Susan Matthews 18 years old, 5 months with agency,
The heaviest work load is between 9:00 and 11:00 in the morning and 1:00

and 4:00 in the afternoon. All counselors are allowed a fifteen-minute
relief period both worning and afternoon. These are not scheduled since

the group is small and the demands of the work change from day to day.

e

1. . Divide into groups of 6 persons
2., Read the general instructions

3. Sel;ecig a supa‘v:.sor for your group
4. Wait for further instructions




* . Problem Solving Through Small Group mﬁcatians

- same type of work and he thinks that your group is miking

Page 3.

You are ‘the supervisor of a division in a counselirng agency. The group
you supervise is made up of five counselors. The wok irrvolves telephone
contacts with agency people who require information from your division.
Since all the phones are on one Mme, the person wivo answers uses a :
buzzer signal, and the person requested whq has the needed information
takes over the call. You never answer the phone unless one of the coun-
selors informs you by buzzer that thé call is for you. ;

: A relief period of fifteen mimites, bc:th morning ard afternoon, is given

to the counselors and this is regarded as adequate for the usual. personal
needs. You have asked them to take their breaks ome at a time in order
to keep the office covered. S

Your boss has e:mplained that you are hard to reachby phone becayse the

line is always busy. He says that he camn reach other areas that do the

personal, calls. You know that the counselors do call out freely and that

- they receive quite a rumber of personal calls, becaise on several

occasions you have picked up your phone and found that the eonversaticn ,
had nothing to do with business. You told your boss you would do some-
thing about it and you have decided to talk it over vith the group first.

Because you want your whole crew in tcday, you set & meeting for 4:00 p.m.
It is now time for the meeting and the counseloxrs have arrived in the
office. ' You do not plan to take any remaining calls in your office.

The counselors general performance ratings are ag follows:

Betty Harper - - - Shows initiative when atwork but arrives

' late quite often. Co S .

Jim Butler - - - - Average, visits with other areas on company

time.

Linda Williams - - Excellent. ) 7 x -

Ken Peters - - - - Below average, but doesn't break rules, is
willing to improve,

T

wope e

Susm bLa;:thews

149
Ca
v



a

Pmbl? Solving Through Small Group Comunicatiofis

mﬁm FOR PARTICIPANTS ®

You are very eager to do a good job, thereforé you seldom go out for °
coffee during the break. Instead, you stay at your desk and work or make

_personal telephone calls. You arrive late Some mornings so you feel a

waytomkeupfaryarzaﬂ@gssistgsﬁpmbreal@ Some of

the girls, especially Mary, receive and make calls on agency time, but

you do not feel this is right. Lately Linda has been getting a lot of
calls from.a friend. | " .

Jin Butler _,
You consider yourself an average worker. Sometimes you do more work than

“ the others. You have 2 children whom you leave with your mother while

you are at work. You Were recently widowed. Your mother. lives just a
block from where you live. You frequently call your mother during office
hours to check on things and sometimes she calls you. Now and then, you
talk to your children. You enjoy your work and stay with the agency even
though you could be making more money elsewhere. You have to have a job
where you can be easily reached by phone. '

You like your present job because the hours are good. You seldom use the =

phone for personal business as others do, especially Mary. Lately, one
of your boyfriends has been pestering you with phone calls. You don't
know how he got your mmber. This has been kind of embarrassing because ..
your boss noticed you talking with him and she obviously didn't approve.
This worries you becausé your work has been superior, but what can you
do when someone calls you?

', Kermeth Peters ’ é
* You take your coffee breaks in the middle of the morning and again in the -

. afternoon. Although your break is only for 15 minutes, you take 20

 minutes. You enjoy your phone centacts with people in other divisions:
You never make purely personal calls and rarely receive any. " The phones
,are for agency business and you believe that jpeople should realize this.

Susan Matthews

You are new to the agency aﬂyﬁ;iﬁc"e yﬁl:,jnbi You like to deal with
other people and especially g%gwrkjng over the phone. You hope that

.~ soon your work will be more interesting. . At p esent you, do routine paper
work, answer the phone just to buzz for-one of the others, and help out '

44
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;mwaremfeliefﬁrbusy 'Iheatherccmselars seantahsvea

: deal of fun visiting with people in other digiglons. You are
gmj-ly gEtﬁDE“acﬁlﬂiﬂtﬁ so that now you can kid '3'1 M*some of the

‘people who call, before buzzing one of the other counselors. " You never
make personal calls however. You take a relief period mormings F
afternoons and m ake all your personal calls from the 1mmge \

- -

I
!
Ri ¥
F
"
5.
e -

6



-T;n smuat:;m, the supervisor is asked to cmfrant the subordmates
 ag a’jhole. This group may find the supervisor's remarks to be critical
afthetbéﬂﬂﬂrevaiwhmtha'ewasmsudimtaxﬁ A major. factor

the subordinates hypersensitive is the fact that perhaps they feel °

making
guilty of taking advantage of a free situation, The more guilty people.

feel the more indignation they express. Thus, the remarks of a super-
- visor explaining the issue of the personal use of télephmes could be

met with questions frm m:tnrdi;natés that niglt put s@@visar on the
defensive. - _ N

It is possible that if the supa"\fisar permits the groups to talk, she may.
mage than to discuss a better way to budget their personal calls
' 's personal attitude must be one of understanding and with-

aui; theusecf an authoritarian. appraa:h The supervisor must listen and
respond in' su:h -a way that the afplcyees raahze that she respe:.ts their -

ideas.

+ The follaw@g pfmblm statements indicate the passibilitles for p:esentj:xg
the r.rrablan to sn.lbcrdﬁiates §

Sa'\flce might be examined to determine WE}TE tﬂ i:rpmvz :Lt:
:'There may be a s}‘n@e of -phones.

Counselors are busier at certain hours that at athers
'Jmeshaspa‘sanal ideas of what is fajrmtheusenf B
company phones.

Jones finds that the yrmmger arxd single cmmselnrs use the
phones to talk to friends.

Jones' boss th:hﬂts the subardmates ﬁEkE too marty pgscmal

‘calls.:
A few subcrdlnaﬁes use the phane freely for persara.l calls.

It is appggnt that if aH these pcints were made to- m:bordinates, they
" would infer that Jones had a spacific solution in mind |

-FPMH

"'--l =] i

=

A11 but one of Ehese stataﬁnts wmld violate the fr;m' pri:n:.ip]es :
previously mentioned. .| -, the. first problem statement is presaited
in terms of a general ije::tive and permits suberdﬁrnates an cpportmit:y

to laeate ﬂié dﬁfimltiea thmelves _ ,l
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