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About SEAL

SoAL—

SEAL is a Southeast Asian initiative to promote social responsibility. It facilitates capability
building through training and mentoring activities that target small and medium enterprises
(SMEs) and trainers in the industry, leading to the institutionalization of the initiation,
development, implementation and maintenance of a Social Management System.

Southeast Asian Initiative to Social Responsibility

Formally launched in 2003, SEAL, now on its second phase of implementation, is a three-year
program of Germany’s InWEnt gGmbH (Capacity Building International, Germany) and financed
by the German Federal Ministry of Economic Cooperation and Development. Focusing on
advancing SMS, the project activities include revision of workbooks to incorporate the lessons
learned from previous activities and new best practices and development in SMS, capability
building of partner institutions, and provision of technical assistance for SMS alignment and
general awareness. These continuing interventions are geared to reach out to more SMEs all
over Asia, thus increasing the project impact.

New SEAL Instruments

SMEs in Indonesia, Philippines, and Vietnam will be selected for SMS general awareness and
alignment. The following improved, updated and compressed workbooks will be the primary
instruments to facilitate SMS learning.

Workbook 1 — Background on Social Management System
(1) Introduction to Social Standards
(2) Social Management System (SMS) Requirements
(3) SMS Legal Requirements
(4) Documenting an SMS
(5) Implementing an SMS
(6) SMS Internal Audit / Social Performance Review

Workbook 2 — Communication and Skills Development
(1) Effective Communication
(2) Supervisory Skills Development
(3) Negotiation
(4) Conflict Management
(5) Stress Management, and

Workbook 3 — Training and Consulting Techniques
(1) Consulting for a Social Management System.
(2) Training the Trainer: How to Promote an SMS in an Organization

Other SEAL instruments also include:

= Brochures and marketing collaterals:
» 4-page brochure on SEAL and 4-page SMS business case for companies
» Quick reference cards
» SEAL promotional poster for generating awareness and SEAL comprehensive
poster for SME participants

= E-Learning tools
» Web-based Training
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The target groups are companies that are engaged in international business or companies
interested in preparing themselves to internationalize business operations focusing particularly to
new demands for business partnerships in Europe, North America and the Asian region.

Expected Results

SMS alignment, or the establishment of a certifiable social management system, will create the
following impacts:

= Qualification of companies for a Social Management System certification (or an
alignment to SMS);

= Improvement in the quality of the products and services delivered by the companies;
improvements in overall operational efficiency; higher productivity; and improved
global competitiveness; and.

= Creation of a pool of Indonesian, Philippine, and Viethamese firms ready for business
cooperation with similarly SMS certified potential international partners.

The training and mentoring programs are aimed at upgrading the managerial and technical
efficiency of the managers, technical staff, and other relevant employees of target companies. In
this manner, the quality levels of the overall social performance of the companies are raised to
international standards certifiable under a Social Management System.
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This Workbook supplements the progressive, modular training programs of the Social Standards
Exchange of Experience in Southeast Asia and Practical Learning (SEAL) Program.

It is uniquely designed so that the participant, during the training on BACKGROUND ON SOCIAL
MANAGEMENT SYSTEMS is provided with:

> Details on BACKGROUND ON SOCIAL MANAGEMENT SYSTEMS and
supplementary learning aid during the training program;

» Discussion/s to facilitate transfer of experience and informal social dialogue,
benchmark and identification of best practices, where applicable;

» Workshop/s and/or Interactive Activity/s that are simple, effective, and instructional,
as well as, “ice breaker” activities;

» Notes Section in every page for easy notations by the participant;

» References and Suggested Additional Readings to supplement COMMUNICATION
AND SKILLS DEVELOPMENT that may be of specific interest to the trainee
especially in reference to specific country of origin, business sector, organizational
set-up, among others;

» A detachable Evaluation Form for the trainee to give their comments, suggestions
and other remarks pertaining to the training on COMMUNICATION AND SKILLS
DEVELOPMENT.

=  This Workbook on COMMUNICATION AND SKILLS DEVELOPMENT may also be used
for reference purposes.

= This Workbook supports a one-day session on COMMUNICATION AND SKILLS
DEVELOPMENT.
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Workbook Outline

=

Effective Communication
Supervisory Skills Development
Negotiation

Conflict Management

Stress Management
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This Workbook supplements the progressive, modular training programs of the Social Standards
Exchange of Experience in Southeast Asia and Practical Learning (SEAL) Program.

It is uniquely designed so that the participant, during the training on BACKGROUND ON SOCIAL
MANAGEMENT SYSTEMS is provided with:

= Details on BACKGROUND ON SOCIAL MANAGEMENT SYSTEMS and supplementary
learning aid during the training program;

= Discussion/s to facilitate transfer of experience and informal social dialogue, benchmark
and identification of best practices, where applicable;

= Workshop/s and/or Interactive Activity/s that are simple, effective, and instructional, as
well as, “ice breaker” activities;

= Notes Section in every page for easy notations by the participant;

= References and Suggested Additional Readings to supplement COMMUNICATION AND
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reference to specific country of origin, business sector, organizational set-up, among
others;

= A detachable Evaluation Form for the trainee to give their comments, suggestions and
other remarks pertaining to the training on COMMUNICATION AND SKILLS
DEVELOPMENT.

This Workbook on COMMUNICATION AND SKILLS DEVELOPMENT may also be used for
reference purposes.

This Workbook supports a one-day session on COMMUNICATION AND SKILLS
DEVELOPMENT.



About Workbook Il

SAL—

Workbook Outline

1. Effective Communication

2. Supervisory Skills Development
3. Negotiation

4. Conflict Management

5. Stress Management
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Objectives:

= Identify and understand globalization: identify problems, substantial causes,
effects, recommended solutions and best recommendations;

= I|dentify, narrate, and relate to both theoretical and didactic definitions of
social standards;

= |dentify, compare, measure and evaluate the two main approaches on the
content, scope, and substance to social standards;

= Compare the forms of social standards;

= List and compare the reasons for the emergence of social standards; and

= Identify key factors that molded the direction of social standards




Effective Communication 2

Outline;

1. Introduction
2. Forms and Characteristics of Communication
3. Understanding your Communication Style

4. The Seven Challenges of Effective Communication
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Effective Communication

1. Introduction to Effective Communication
1.1 Communication — What it is? Its Importance
1.2 Communication Process

1.3 Barriers to Effective Communication

SAL
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Many of the problems that occur in an organization are the direct result of people failing to communicate. It
leads to confusion and can cause a good plan to fail. Communication is the exchange and flow of information
and ideas from one person to another. It involves a sender transmitting an idea to a receiver. Effective
communication occurs only if the receiver understands the exact information or idea that the sender intended to
transmit.

1.1 What is communication? Why is it important?

1.2 Communication as a process

Studying the communication process is important because you coach, coordinate, counsel, evaluate, and
supervise through this process. It is the chain of understanding that integrates the members of an organization
from top to bottom, bottom to top, and side to side.

1.2.1 What are involved in the communication process?

I DEA First, information exists in the mind of the sender. This can be
a concept, idea, information, or feelings.

ENCODES

The receiver then translates the words or symbols into a concept
DECODES or information.

~—~

During the transmitting of the message, two processes will be received by the receiver - content and context.

Next, a message is sent to a receiver in words or other symbols.

1.2.2 What are content and context?

= Content is the actual words or symbols of the message, which is known as language — spoken and
written words combined into phrases that, make grammatical and semantic sense. We all use and
interpret the meanings of words differently, so even simple messages can be misunderstood. And many
words have different meanings to confuse the issue even more.

= Context is the way the message is delivered and is known as Paralanguage — tone of voice, the look in
the sender's eye’s, body language, hand gestures, state of emotion (anger, fear, uncertainty,
confidence, etc.). Paralanguage causes messages to be misunderstood as people believe more in what
they than what they hear; the accuracy of nonverbal behaviors is trusted more than verbal behaviors. —
update definition of context : similar situation or conditional applicability of a group of words or content.

Many leaders think they have communicated once they told someone to do something, “I don’t know why it did
not get done... | told Jim to do it.” More likely, Jim misunderstood the message. A message has NOT been
communicated unless the receiver understands it. How does one know that it has been properly received? By
two-way communication or feedback will tell the sender that the receiver understood the message, its level of
importance, and what must be done. Communication is an exchange of ideas, and not just a unidirectional
sending of information.

13
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Anything that prevents understanding of the message is a barrier to communication. Many physical and
psychological barriers exist.

1.3 What are barriers to effective communication?

= Culture, background, and bias

o0 People allow past experiences to change the meaning of the message. Their culture,
background, and bias can be good as they allow the use of past experiences to understand
something new, it is when they change the meaning of the message then they interfere with the
communication process.

= Noise

o0 Equipment or environmental noise impedes clear communication. The sender and the receiver
must both be able to concentrate on the messages being sent to each other.

=  Qurselves

o0 Focusing on ones self, rather than the other person can lead to confusion and conflict. The “Me
generation” is out when it comes to effective communication. Some of the factors that cause
this are defensiveness (we feel someone is attacking us), superiority (we feel we know more
than the other does), and ego (we feel we are the center of the activity).

= Perception

0 A person that talks too fast, not fluently, and does not articulate clearly, etc., may be easily
dismissed. Also preconceived attitudes affect the ability to listen. Often times, people listen
uncritically to persons of high status and dismiss those of low status.

= Message

o Distractions happen when focus is given to the facts rather than the idea. Educational
institutions reinforce this with tests and questions. Semantic distractions occur when a word is
used differently than you prefer. For example, the word chairman instead of chairperson may
cause focus on the word and not the message.

=  Environmental

0 Bright lights; an attractive person, unusual sights, or any other stimulus provides a potential
distraction.

= Smothering
0 The impulse to send useful information, being automatic, is often times taken for granted. Not
true! Too often the belief that certain information has no value to others or they are already
aware of the facts.
= Stress
o People do not see things the same way when under stress. Psychological frames of references

— beliefs, value, knowledge, experience, and goals influence what is seen and believed at a
given moment.

These barriers can be thought of as filters, that is, the message leaves the sender, goes through the above
filters, and is then heard by the receiver. These filters muffle the message and the way to overcome filters
through active listening and feedback.
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Effective Communication

2. Forms & Characters of Communication

2.1 What is active listening?
2.2 What is feedback?
2.3 What are non-verbal behaviors of communication?

2.4 Effective Speaking Hints

SAL
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2.1 What is active listening?

Hearing and listening are not the same thing. Hearing is the act of perceiving sound. It is involuntary and simply
refers to the reception of aural stimuli. Listening is a selective activity, which involves the reception and the
interpretation of aural stimuli. It involves decoding the sound into meaning.

Listening is divided into two main categories: Passive and Active. Passive listening is little more than hearing. It
occurs when the receiver or the message has little motivation to listen carefully, such as music, story telling,
television, or being polite.

People speak at 100 to 175 words per minute, but they can listen intelligently at 600 to 800 words per minute
(WPM). Since only a part of our mind is paying attention, it is easy to go into mind drift — thinking about other
things while listening to someone. The cure for this is active listening — which involves listening with a purpose.
It may be to gain information, obtain directions, understand others, solve problems, share interest, see how
another person feels, show support, etc. It requires that the listener attend to the words and the feelings of the
sender for understanding. It takes the same amount or more energy than speaking. It requires the receiver to
hear the various messages, understand the meaning, and then verify the meaning by offering feedback.

2.1.1 What are traits of active listeners?

Spends more time listening than talking
= Does not finish the sentence of others.
= Does not answer questions with questions.
= Are aware of biases. We all have them ... we need to control them.
= Never daydreams or become preoccupied with their own thoughts when others talk.
= Let the other speaker talk. Does not dominate the conversation.
= Plans responses after the other person has finished speaking ... NOT while they are speaking.
= Provides feedback, but does not interrupt incessantly.
= Analyzes by looking at all the relevant factors and asking open-ended questions. Walks the person
through your analysis (summarize).
= Keeps the conversation on what the speaker says ... NOT on what interests them.
= Takes brief notes. This forces them to concentrate on what is being said.

2.2 What is feedback?

The purpose of feedback is to change and alter messages so the second communicator understands the
intention of the original communicator. It includes verbal and nonverbal responses to another person’s message.

Providing feedback is accomplished by paraphrasing words of the sender. Restate the sender’s feelings or
ideas in your own words, rather than repeating their words. Words should be saying, “This is what | understand
your feelings to be, am | correct?” It does not only includes verbal responses, but also nonverbal ones. Nodding
the head or squeezing their hand to show agreement, dipping eyebrows show that the meaning of the last
phrase is not quite understood, or sucking air in deeply and blowing it hard shows exasperation with the
situation.

17
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2.2.1 What are the 5 main categories of feedback?

There are five main categories of feedback. They are listed in the order in which they occur most frequently in
daily conversations. Notice that judgments are made more often than people try to understand:

Evaluative
Making a judgment about the worth, goodness, or appropriateness of the other person’s statement.

Interpretive
Paraphrasing — attempting to explain what the other person’s statement means.

Supportive
Attempting to assist or bolster the other communicator.

Probing
Attempting to gain additional information, continue the discussion or clarity a point.

Understanding
Attempting to discover completely what the other communicator means by her statements.

Imagine how much better daily communications would be if listeners tried to understand first, before they tried
to evaluate what someone is saying.

2.3 What are non-verbal behaviors of communication?

To deliver the full impact of a message, use nonverbal behaviors to raise the channel of interpersonal
communication:

Eye contact

This helps to regulate the flow of communication. It signals interest in others and increases the speaker’s
credibility. People who make eye contact open the flow of communication and convey interest, concern, warmth,
and credibility.

Facial expressions

Smiling is a powerful cue that transmits happiness, friendliness, warmth, and liking. So, if a smile is done
frequently a person will be perceived as more likable, friendly, warm and approachable. Smiling is often
contagious and people will react favorably. They will be more comfortable and will want to listen more.

Gestures
If a gesture is not done while speaking, a person may be perceived as boring and stiff. A lively speaking style
captures the listener’s attention, makes the conversation more interesting, and facilitates understanding.

Posture and body orientation

The way a person talks and moves communicates numerous messages. Standing erect and leaning forward
communicates to listeners that one is approachable, receptive and friendly. Interpersonal closeness results
when the speaker and the listener face each other. Speaking with the back turned or looking at the floor or
ceiling should be avoided as it communicates disinterest.

Proximity

Cultural norms dictate a comfortable distance for interaction with others. Look for signals of discomfort caused
by invading the other person’s space. Some of these are rocking, leg swinging, tapping, and gaze aversion.
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Speaking can signal nonverbal communication when such vocal elements as tone, pitch, rhythm, timbre,
loudness, and inflection are included. For maximum teaching effectiveness, learn to vary these six elements of
your voice. One of the major criticisms of many speakers is that they speak in a monotone voice. Listeners
perceive this type of speaker as boring and dull.

2.4 Effective Speaking Hints

= When speaking or trying to explain something, ask the listeners if they can follow.

= Ensure the receiver has a chance to comment or ask questions.

= Try to put yourself in the other person’s shoes — Consider the feelings of the receiver.

= Be clear about what is said.

= Look at the receiver.

= Make sure words match the tone and body language (Nonverbal Behaviors)

= Vary tone and pace.

= Do not be vague, but on the other hand, do not complicate what is being said with too much detail.

= Do not ignore signs of confusion.
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3. Understanding Communication Style

3.1 Basic Communication Style
3.2 Elements of Aggressive Style
3.3 Elements of Passive Style

3.4 Elements of Assertive Style

SAL

21



Effective Communication

SAL—

Good communication skills require a high level of self-awareness. Understanding the personal style of
communication will go a long way toward helping create good and lasting impressions on others. By becoming
more aware of how others perceive you, you can adapt more readily to their styles of communicating. This does
not mean you have to be a chameleon, changing with every personality you meet. Instead, you can make
another person more comfortable with you by selecting and emphasizing certain behaviors that fit within your
personality and resonate with another.

3.1 Basic communication styles:

e Aggressive
e Passive
e Assertive

Discovering which style best fits you can be done in a number of ways including personality tests such as the
Myers-Briggs Type indicator (MBTI), psychological assessments, and self-assessments. However, to get a
general idea of your communication style, the following descriptions of the three basic types can help.

3.2 Elements of the Aggressive Style

= Mottoes and Beliefs
0 “Everyone should be like me.”
o “l am never wrong.”
0 “I've got rights, but you don't.”

= Communication Style

Close minded

Poor listener

Has difficulty seeing the other person’s point of view
Interrupts

Monopolizing

OO0OO0OO0O0

= Characteristics
0 Achieves goals, often at others’ expense
o0 Domineering, bullying
o Patronizing
0 Condescending, sarcastic

= Behavior

0 Puts others down
Doesn't ever think they are wrong
Bossy
Moves into people’s space, overpowers
Jumps on others, pushes people around
Know-it-all attitude
Doesn’'t show appreciation

OO0OO0O0O0O0

= Nonverbal Cues

Points, shakes finger

Frowns

Squints eyes critically

Glares

Stares

Rigid Posture

Critical, loud, yelling tone of voice

o

O O0OO0O0O0O0
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= Verbal Cues
0 “You must (should, ought better).”
o “Don't ask why. Just do it.”
o Verbal abuse

= Confrontation and Problem Solving
0 Must win arguments, threatens, attacks
0 Operates from win/lose position

= Feelings Felt
o Anger
0 Hostility
o0 Frustration
o0 Impatience

= Effects

o

Provokes counter aggression, alienation from others, Ill health

Wastes time and energy over-supervising others

Pays high price in human relationships

Fosters resistance, defiance, sabotaging, striking back, forming alliances, lying, covering up

o}
o}
o]
0 Forces compliance with resentment

3.3 Elements of the Passive Style

= Mottoes and Beliefs
0 “Don’t express your true feelings.”
0 “Don’t make waves.”
o “Don't disagree.”
0 “Others have more rights than | do.”

= Communication Style
0 Indirect
o Always agrees
0 Doesn'’t speak up
0 Hesitant

= Characteristics

0 Apologetic, Self-conscious
Trusts others, but not self
Doesn't express own wants and feelings
Allows others to make decisions for self
Doesn't get what he or she wants

O O0O0O0

= Behaviors

Sighs a lot

Tries to sit on both sides of the fence to avoid conflict
Clams up when feeling treated unfairly

Asks permission unnecessarily

Complains instead of taking action

Lets others make choices

Has difficulty implementing plans

Self-effacing

o

OO0OO0OO0OO0OO0O
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Non-verbal cues

(0]

O0OO0OO0OO0OO0OO0O0

Fidgets

Nods head often; comes across as pleading

Lack of facial animation

Smiles and nods in agreement

Downcast eyes

Slumped posture

Low volume, meek

Up talk

Fast, when anxious; slow, hesitant, when doubtful

Verbal Cues

o

(o}
o
o
(o}
(o}

“You should do it.”

“You have more experience than | do.”
“l can't...”

“This is probably wrong, but ...”

“Ilitry ..."

Monotone, low energy

Confrontation and Problem Solving

o

OO0O0OO0Oo

Avoids, ignores, leaves, postpones
Withdraws, is sullen and silent
Agrees externally, while disagreeing internally

Expends energy to avoid conflicts that are anxiety provoking
Spends too much time asking for advice, supervision

Agrees too often

Feelings Felt

(0]

0 Wonders why doesn't receive credit for good work

(0]

Effects

(0]

OO0o0OO0Oo

Powerlessness

Chalks lack of recognition to others’ inabilities

Gives up being him or herself

Builds dependency or relationships
Doesn’t know where he or she stands
Slowly loses self-esteem

Promotes others’ causes

Is not well-liked

3.4 Elements of Assertive Style

Mottoes and Beliefs

(o}
o

(0]

Believes self and others are valuable

SAL

Knowing that assertiveness doesn’t mean you always win, but that you handled the situation as

effectively as possible
“I have rights and so do others.”

Communication Style

OO0O0OO0Oo

Effective, active listener
States limits, expectations
States observations, no labels or judgments

Expresses self directly, honestly, and as soon as possible about feelings and wants

Checks on other’s feelings
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= Characteristics
0 Non-judgmental
Observes behavior rather than labeling it
Trusts self and others
Confident
Self-aware
Open, flexible, versatile
Playful, sense of humor
Decisive
Proactive, initiating

OO0OO0O0OO0O0O0O0OO0

= Behaviors

Operates from choice

Knows what it is needed and develops a plan to get it

Action-minded

Firm

Realistic in her expectations

Fair, just

Consistent

Takes appropriate action toward getting what she wants without denying rights of others

o

O O0OO0OO0OO0OO0O0

= Non-verbal cues

Open, natural gestures

Attentive, interested facial expression
Direct eye contact

Confident or relaxed posture

Vocal Volume appropriate, expressive
Varied rate of speech

o

OO0O0OO0Oo

= Verbal Cues
o ‘“lchooseto...”
0 “What are my options?”
o “What alternatives do we have?”

= Confrontation and Problem Solving

0 Negotiates, bargains, trades off, comprises
Confronts problems at the time they happen
Doesn't let negative feelings build up
Feelings Felt
Enthusiasm
Well-being
Even-tempered

O O0OO0O0O0O0

= Effects
o0 Increased self-esteem and self-confidence
0 Increased self-esteem of others
o Feels motivated and understood
o0 Others know where they stand
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Clearly, the assertive style is the one to strive for. Keep in mind that very few people are all one or another
style. In fact, the aggressive style is essential at certain times such as:

= When a decision has to be made quickly;

= During emergencies;

= When you know you're right and that fact is crucial,

= Stimulating creativity by designing competitions destined for use in training or to increase productivity.

Passiveness also has its critical applications:

=  When an issue is minor;

= When the problems caused by the conflict are greater than the conflict itself;

= When emotions are running high and it makes sense to take a break in order to calm down and
regain perspective;

= When your power is much lower than the other party’s;

= When the other’s position is impossible to change for all practical purposes (i.e. government
policies, etc.)

Remaining aware of your own communication style and fine-tuning it as time goes by gives you the best chance
of success in business and life.
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4. The 7 Challenges of Effective Communication

4.1 Challenge 1: Listening more Carefully & Responsively

4.2 Challenge 2: Explaining my conversational intent and Inviting consent
4.3 Challenge 3: Expressing myself more clearly and more completely

4.4 Challenge 4: Translating my criticisms and complaints into requests

4.5 Challenge 5: Asking questions more open-mindedly and more creatively
4.6 Expressing more Appreciation, Gratitude, Encouragement and Delight

4.7 Adopting the perspective:

28
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4.1 Challenge One: Listening more carefully and responsively

How to do it?

-~

4.1.1 Listen and then acknowledge

Listen first, and acknowledge what you hear, even if you don’t agree with it, before expressing your experience
or point of view.

In order to get more of your conversation partner’s attention in tense situations, pay attention first: listen and
give a brief restatement of what you have heard (especially feelings) before you express your own needs or
position. The kind of listening recommended here separates acknowledging from approving or agreeing.
Acknowledging another person’s thoughts and feelings does not have to mean that you approve of or agree
with that person’s actions or way of experiencing, or that you will do whatever someone asks.

Why do it?

-~

By listening and then repeating back in your own words the essence and feeling of what you have just heard,
from the speaker’s point of view, you allow the speaker to feel the satisfaction of being understood, (a major
human need). Listening responsively is always worthwhile as of letting people know that you care about them.
Our conversation partners do not automatically know how well we have understood them, and they may not be
very good at asking for confirmation. When a conversation is tense or difficult it is even more important to listen
first and acknowledge what you hear. Otherwise, your chances of being heard by the other person may be very
poor.

4.1.1 Listening to others helps others to listen

Why do it?

-~

In learning to better coordinate our life activities with the life activities of others, we would do well to resist two
very popular (but terrible) models of communication: arguing a case in court and debating. In courts and
debates, each side tries to make its own points and listens to the other side only to tear down the other side’s
points. Since the debaters and attorneys rarely have to reach agreement or get anything done together, it
doesn’'t seem to matter how much ill will their conversational style generates. But most people are in very
different situations. Some probably spend most of their lives trying to arrange agreement and cooperative
action, so they need to be concerned about engaging people, not defeating them. In business (and in family life,
too) the person defeated today will probably be the person whose cooperation will be needed tomorrow!
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4.1.2 The power of simple acknowledging

How to do it?

-~

The practice of responsive listening described here separates acknowledging the thoughts and feelings that a
person expresses from approving, agreeing, advising, or persuading. Acknowledging another person’s thoughts
and feelings:

» leaves you the option of agreeing or disagreeing with that person’s point of view, actions or way of
experiencing.

» leaves you with the option of saying yes or no to a request.
> leaves you with the option of saying more about the matter being discussed.

One recurring problem in conflict situations is that many people don’t separate acknowledging from agreeing.
They are joined together in people’s minds, somewhat like a two-boxes-of-soap “package deal” in a
supermarket. The effect of this is, for instance, that John feels that any acknowledgment of Fred’'s experience
implies agreement and approval, therefore John will not acknowledge any of Fred’'s experience. Fred tries
harder to be heard and John tries harder not to hear. Of course, this is a recipe for stalemate (if not disaster).

Why do it?

-~

People want both: to be understood and acknowledged on the one hand, and to be approved and agreed with,
on the other. With practice, you can learn to respond first with a simple acknowledgment. As you do this, you
may find that, figuratively speaking, you can give your conversation partners half of what they want, even if you
can’'t give them all of what they want. In many conflict situations that will be a giant step forward. Your
conversation partners will also be more likely to acknowledge your position and experience, even if they don’t
sympathize with you. This mutual acknowledgment can create an emotional atmosphere in which it is easier to
work toward agreement or more gracefully accommodate disagreements. Here are three examples of
acknowledgments that do not imply agreement:

In each case a person’s listening to and acknowledgment of his or her conversation partner's experience or
position increases that chance that the conversation partner will be willing to listen in turn. The examples given
above are all a bit long and include a declaration of the listener’'s position or decision. In many conversations
you may simply want to reassure your conversation partner with a word or two that you have heard and
understood whatever they are experiencing. For example, saying, “You sound really happy (or sad) about that,”
etc.

4.1.3 Other suggestions about listening more responsively

= As ageneral rule, do not just repeat another person’s exact words. Summarize their experience in your
own words. But in cases where people actually scream or shout something, sometimes you may want
to repeat a few of their exact words in a quiet tone of voice to let them know that you have heard it just
as they said it.

= If the emotion is unclear, make a tentative guess; as in “So it sounds like maybe you were a little
unhappy about all that...” The speaker will usually correct your guess if it needs correcting.

= Listening is an art and there are very few fixed rules. Pay attention to whether the person speaking

accepts your summary by saying things such as “yeah!” “you got it", “that’s right”, and similar
responses.
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= If you can identify with what the other person is experiencing, then in your tone of voice (as you
summarize what another person is going through), express a little of the feeling that you conversation
partner is expressing. (Emotionally flat summaries feel strange and distant.)

= Such compassionate listening is a powerful resource for navigating through life, and it also makes
significant demands on people as listeners. One may need to learn how to hold his own ground while
someone else’s position is restated. That takes practice. Listen to people’s criticisms or complaints
without becoming disoriented or totally losing a sense of self-worth is also necessary. That requires
cultivating a deeper sense of self worth, which is no small project. In spite of these, difficulties, the
results of compassion-ate, responsive listening is rewarding and is worth all the effort required.

4.2 Challenge Two: Explaining my conversational intent and inviting consent

4.2.1 Summary

This chapter describes the process of starting conversations by declaring conversational intent and inviting the
conscious consent of your prospective conversation partners. The basic idea is that you can help your
conversation partners cooperate with you and reduce possible misunderstandings by starting important
conversations with a stated invitation to join you in the specific kind of conversation you want to have. The more
the conversation is going to mean to you, the more important it is for your conversation partner to understand
the big picture. Most conversations express one or another of about thirty basic intentions, which imply different
kinds of cooperation from your conversation partners. They can play their role in specific conversations much
better if you clarify for yourself, and then identify for them, the role you are asking for, rather than leaving them
to guess what you might be wanting.

When you need to have a long, complex, or emotion-laden conversation with someone, it can make a GIANT
difference if you briefly explain your conversational intention first and then invite his or her consent.

4.2.2 Why explain?

Some conversations require a lot more time, effort and involvement than others do. If you want to have a
conversation that will require a significant amount of effort from the other person, it will go better if that person
understands what he or she is getting into and consents to participate. Of course, in giving up the varying
amounts of coercion and surprise that are at work when we just launch into whatever we want to talk about, we
are more vulnerable to being turned down. But, when people agree to talk, they will be more present in the
conversation and more able to either meet needs or explain why they can’t (and perhaps suggest alternatives
we had not thought of).

Many communicate this explaining intent / inviting consent without giving it any thought. They start important
conversations by saying things such as:

“Hi Steve. | need to ask for your help on my project. Got a minute to talk about it?”
“Uh ...Maria, do you have a minute? Right now I'd like to talk to you about ... Is that ok?”
“Well, sit down for a minute and let me tell you what happened...”

“Hello there Mr. Sanchez. Say, uh...I'm not completely comfortable about this job. Can we talk about it
for a few minutes?”

“Hi Jerry, this is Mike. How ya doin’? | want to talk to you about Fred. He's in jail again. Is this a good
time to talk?”
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When such combined explanation-of-intent and invitations-to-consent is offered conversations can be helped
along in four important ways:

= First, give listeners a chance to consent to or decline the offer of a specific conversation. A person who
has agreed to participate will participate more fully.

= Second, help listeners to understand the “big picture”, the overall goal of the conversation-to-come.
(Many scholars in linguistics and communication studies now agree that understanding a person’s
overall conversational intention is crucial for understanding that person’s message in words and
gestures.)

= Third, allow listeners to get ready for what is coming, especially of the topic is emotionally charged. (If
we surprise people by launching into emotional conversations, they may respond by avoiding further
conversations with us or by being permanently on guard.)

= And fourth, help listeners understand the role that they have to play in the conversation: fellow problem
solver, employee receiving instructions, giver of emotional support, and so on. These are very different
roles to play. Conversations will go better if people are asked to play only one conversational role at a
time.

4.2.3 Getting Explicit

How to do it?

-~

Often people conduct this “ negotiation about conversation” through body language and tone of voice during the
first few seconds of interaction. But since conversations often occur with people whose body language and tone
of voice patterns may be different, asking people to have conversations in an explicit and direct manner may be
needed. The more important the conversation is to you, the more important it is to have your partner's consent
and conscious participation. On the other hand, just saying, “Hi!” or talking about the weather does not require
this kind of preparation, because very little being required of the other person, and people can easily indicate
with their tone of voice whether or not they are interested in chatting.

How to do it?

~_~

To be invited into a conversation is an act of respect. A consciously consenting participant is much more likely
to pay attention and cooperate than someone who feels pushed into an undefined conversation by the force of
another person'’s talking. It's not universal but to assume without asking that a person is available to talk may be
interpreted by many people as lack of respect. When a conversation is begun by respecting the wishes of the
other person, some of the goodwill (trust that their wishes will be considered) needed for creative problem
solving will be generated. The empathy obtained will be more genuine and the agreements reached will be
more reliable if people are given a choice about talking.

As you become consciously familiar with various kinds of conversational intentions, you will find it easier to:
= Invite someone to have one of a wide range of conversations, depending on your wants or needs
= Agree to someone’s conversational invitation

= Say, “no”. Decline or re-negotiate a conversational invitation from someone
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=  When in doubt, gently prompt a person to clarify what kind of conversation she or he is trying to have
with you

= Avoid conversations that are negative, self-defeating or self-destructive.

4.3 Challenge Three: Expressing myself more clearly and more completely

4.3.1 Summary

Slow down and give listeners more information about what you are experiencing by using a wide range of “I-
statements.” You are likely to get more of your listener's empathy if you express more of what you are seeing
and hearing, feeling, interpreting, wanting, and envisioning. In the pages that follow we will explore each of
these aspects of experience and how to express them more clearly.

Anytime one person sincerely listens to another, a very creative process is going on in which the listener
mentally reconstructs the speaker's experience. The more facets or dimensions of your experience you share
with easy-to-grasp “l statements”, the easier it will be for your conversation partner to reconstruct your
experience accurately and understand what you are thinking, feeling and wanting. This is worthwhile whether
you are trying to solve a problem with someone or trying to express appreciation for him or her. Expressing
yourself this carefully might appear to take longer than your usual quick style of communication. But if you
include all the time it takes to unscramble everyday misunderstandings, and to work through the feelings that
usually accompany not being understood, expressing yourself more completely can actually take a lot less time.

4.3.2 Filling in the missing information

How to do it?

~_~

If you observe people in conversation carefully, you will begin to notice that human communication works by
leaving many things unsaid and depending on the listener to fill in the missing-but-implies information. For
example, a receptionist may say to a counselor, “Your two o’clock is here”, and a sentence, which, on the face
of it, makes no sense at all. She means “Your client who made an appointment for two o’clock has arrived in the
waiting room,” and the counselor knows that. It's amazing how much of the time this abbreviating and implying
process works just fine.

But, in situations of change, ambiguity, conflict, or great emotional need, our “shorthand” way of speaking may
not work at all for at least three possible reasons.

= First, listeners may fill in a completely different set of details than one we intended.

= Second, listeners may not understand the significance of what is being said (they get only some of the
details, so miss the big picture).

= And finally, without actually intending to mislead anyone, important parts of experiences may be left out,
evoking a hostile reaction. The more serious the consequences of misunderstanding would be, the
more both understanding own experiences better and helping listeners by giving them a more
complete picture or experience in a language that does not attack them are needed.

According to various communicating researchers, there are five main dimensions of experience that your
conversation partners can use to recreate your experience inside their minds. The more elements you provide
the higher the probability that your listener’'s re-creation will match your experience. In this Workbook, these
elements or dimensions of experience are referred to as “the five messages.”
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The example in the table below outlines a five-part way of saying more of what are experienced. The shorthand
version of the message below would be something like, “Stop that racing!” Here are the details of the five
messages that are left out in the shorthand version.

The Five Messages

Express:

Example (in a hospital,
nurse to young
patient):

Seeing, hearing...

1.What are you seeing,
hearing, or otherwise
sensing? (facts only)

“John, when | see you
racing your wheelchair
down the hall...

2. What emotions are

... | feel really upset ...

And now | want ...

commitment do you want
now?

And feeling... you feeling?
3. What interpretations, because | imagine
wants, needs, memories | that you are going to hurt
Because I... or anticipations of your | yourself and someone
support of those | else, too...
feelings?
4, What action, | ...so | want you to
information or | promise me right now

that you will slow
down...

so that ...

5. What positive results
will that action,
information or
commitment lead to in
the future? (no threats)

...s0 that you can get out
of here in one piece and
I can stop worrying
about a collision.”

In the table that starts below, you will find eight examples of statements that would give a listener a full range of

information about ones experience. Notice how a person’s feelings can change according to the needs and
interpretations they bring to a situation.

3. because

l... (need,
1. When | want, 4. and now | 5. so that (in

2. | felt... ; want (then |
saw / heard interpret, order to)...
. wanted)

associate,

etc.)
When | saw Hék;z(;%use e: ...and I
the bear in I felt| . wanted the | ...so | could

. picture of

the woods | overjoyed!... bear to stand | focus my
) bears for my
with her three | 1 o perfectly camera.

wildlife ;
cubs... still...

class...

... because |
:/r:lgenbelarsaivr\: remembered | ...and I | ... so that the
the  woods | felt | that bears | wanted to get | bear  would
. terrified!... with cubs are | out of there | not pick up
with her three

very fast ... my scent.
cubs... .

aggressive...
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More examples of the 5 Messages in Action

3. because |
1. When | (need, 4. and now | .
saw / heard | 2. 1 felt want, want (then | 5. S0 that (in
' interpret, order to)...
: wanted)...
associate,
etc.)
... because | so that |
guessed that | ...and | want (':.r;\n liven u
When | saw | felt | YOU had | you to tell me some sceneg
the Q|shes in happy... come bac_:k all about t_he in the short
the sink... from your trip | Aztec  ruins stor 'm
to Mexico... you saw... writi)r/lg
...because 1| ...and | want | ...so that
When | saw | felt want to start | to ask you to | dinner will be
the dishes in i.r.r.itated cooking help me do | ready by the
the sink... dinner right | the dishes | time our
away... right now... guests arrive.
...because | and |
When | saw ...fglt more | imagined  the wanted you | ...so that we
the flying excited than || saucer to  promise | would both
saucer on have ever | people would that ou | get rich and
our roof been in my | give you the would sh)é\re ?amous
y life... anti-gravity it with me '
formula...
| felt more ...because | ...So that you
When | saw | [ . imagined the d would not get
the flying afraid — more saucer ---an I abducted and
than | have wanted to run
saucer on .~ | people were : maybe turned
ever been in ) for your life... | .
your roof... . going to into a
my life... . .
kidnap you... zombie.
When | saw t.r.].itr)]icauseou: ...and | want | ...so that we
the grant | felt | oroaram is to ask you to | can get the
application in | ;. brog help me with | application in
the office delighted... good enough the  budget | before the
mall to win a large ages ’ deadline
grant... pages... )
When | saw ...because || ...and | want | ...so that |
the grant | felt can’'t see | you to help | can keep up
application in de ressed clients when | me with the | my case work
the office P " | I'm filling out | budget over the next
mall... forms... pages... three weeks.
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4.4 Challenge Four: Translating my criticisms and complaints into requests

4.4.1 Summary

Translate your (and other people’s) complaints and criticisms into specific requests, and explain your requests.
In order to get more cooperation from others, whenever possible ask for what you want by using specific,
action-oriented, positive language rather than by using generalizations, “whys,” “don’ts” or “somebody shoulds.”
Help your listeners comply by explaining your requests with a “so that...” “it would help me to...if you would...”
or “in order to...” Also, when you are receiving criticism and complaints from others, translate and restate the
complaints as action requests.

4.4.2 Why many people have a hard time making requests

It often feels easier to say, “You're wrong.” than it is to say, “| need your help.” Making requests to leave people
much more vulnerable in relation to their conversation partners than making criticisms or complaints. So people
have a tendency to complain rather than to request. If a request is made, the other person could turns it down
or make fun of it, and the risk of disappointment and loss of face is hard to bear. If complaints are made, on the
other hand, one may stand on the emotional high ground and the listener is usually on the defensive. However,
to improve the chances of getting cooperation from another person, what is needed is to ask for what one wants
and risk being turned down. With practice people can each learn to bear those risks more skillfully and
gracefully.

4.4.3 Why criticisms usually don’t get the positive result we want

Whenever people are placed on the defensive, their capacity to listen goes down. Their attention and energy
will often go up into some combination of defending their position, saving face and counter-attacking. Only
when they feel safe are they likely to listen and consider how they might meet our needs. The truth of the
complaint is not the issue. Because mutual imitation or emotional “echoing” is so much a part of ordinary
conversation, a criticism from the other, bogging the pair down in a spiral of accusations. To avoid, this trap,
you can to approach the other person not as a problem maker and adversary in a debate but as a problem-
solving partner. By translating your complaint into a request, you “transform” the role you are asking the
other person to play.

Specific action requests help to focus your listener’s attention on the present situation. Focus on the
actions you want to take and the actions you want others to take in the present and future. (For example, use
verbs and adverbs, such as “meet our deadlines regularly.”) Avoid proposing changes in a person’s supposed
character traits (nouns and adjectives, such as “slow worker” or “bad team player”). “How can we solve this
problem quickly?” will generally produce much better results than, “Why are you such an awful slow-poke?” In
the latter kind of statement, what is suggested to the conversation partner is that the behavior that should be
changed is a fixed and perhaps unchangeable part of their personality, thus undermining ones own goals and
needs.

Talking about specifics will help to keep the current conversation from becoming one more episode in whatever
unresolved conflicts might be in the background of your conversations. Your listener may sometimes be in the
grip of feelings of embarrassments, resentment or self-doubt, unrelated to the present situation. The more
vague and open-ended a criticism is, the easier it is for your listener to hear it as part of those other conflicts.
Instead of saying something like “Why does it always take you so long to get things done?” try saying things like
“I would like you to fix the faucet in Apartment #4 by five o’clock, so the tenants can use the kitchen sink when
they get home tonight?” Of course, your tone of voice is important here. It's important that you yourself are not
carrying forward old complaints. Life is lived best one day at a time.
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“We criticize people for not giving us what we
ourselves are afraid to ask for.”

Marshall Rosenberg

4.4.4 Explanatory clauses can move people to cooperate

Research in social psychology has revealed that many people respond more positively explained requests than
to unexplained requests, even when the supposed explanation is obvious or doesn't actually explain much of
anything. Notice the difference between the following two ways of expressing requests:

“Will you please open the window?”
“May | please have a glass of water?”
and

“Will you please open the window so that we can get more fresh air in here?” “May | please have a
glass of water?I’'mreallythirsty.”

For many people the second form of the requests is much more inspiring. Why this is so is not certain. By
explaining the reason, the speaker is treating the listener as a social equal, worthy of being persuaded and
informed as to why a request is being made. The listener is invited to comply with a request to accomplish the
stated goal rather than simply to submit to the will of the speaker. Another possibility is that since many
requests are linguistically ambiguous and could easily be taken as orders, the explanation emphasizes that the
statement is a real request. Whatever the reason, explaining your requests makes it more likely that your
listener will cooperate.

4.4.5 Explanatory clauses allow your conversation partners to imagine new solutions

While any sort of explanatory clause seems to help, a real explanation of your goal allows your conversation
partners to understand the context and purpose of your request. When for some reason they cannot meet your
needs in the way you have asked; they may be able to meet your needs in some way that you had not thought
of. (For an inspiring discussion of this topic, see Getting to Yes, by Fisher, Ury and Patton. They suggest that if
you explain your overall goals rather than sticking to a very specific bargaining position, your negotiating
adversaries may be able to propose mutually beneficial solutions that satisfy more of the needs of all parties.
One main idea of the book is to turn your adversaries into problem-solving partners).
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4.5 Challenge Five: Asking questions more “open-endedly” and more creatively E

4.5.1 Part I: Asking questions more “open-endedly”

Summary

In order to coordinate life and work with the lives and work of other people, people need to know more of what
other people are feeling and thinking, wanting and planning. But the usual “yes/no” questions actually tend to
shut people up rather than opening them up. You can encourage your conversation partners to share more of
their thoughts and feelings by asking “open-ended” rather than “yes/no” questions. Open-ended questions allow
for a wide range of responses. For example, asking “How did you like that food/movie/speech/doctor, etc?” will

evoke a more detailed response than “Did you like it?” (which could be answered with a simple “yes” or “no”).

Consider the difference between two versions of the same question, as each might occur in a conversation
between two people in a close relationship:

“Well, honey, do you want to go ahead and rent that apartment we saw yesterday?”
“Well, honey, how do you feel about us renting that apartment we saw yesterday?”

The first version suggests a “yes” or “no” answer favors “yes” and does not invite much discussion. A person
hearing such a question may feel pressured to reach decision, and may not make the best decision.

Both versions imply a suggestion to rent the apartment, but the second question is much more inviting of a wide
range of responses. Even if the goal is to persuade, one can't do a good job of that unless the listener's
concerns are addressed. Those concerns would not be understood unless questions are asked to invite
discussion.
When you are under time pressure, it is tempting to push people to make “yes-no” decisions. But pressuring
forward without addressing people’s concerns has played a key role in many on-the-job accidents and
catastrophes (such as the Challenger Space Shuttle explosion).
Below you will find some examples of open-ended questions that could be helpful in:
=  Solving problems in a way that meets more of everyone’s needs,
= Getting to know and understand the people around you better, and
= Simply creating richer and more satisfying conversations.
Examples of Open-ended Questions:
“How comfortable are you with Plan B?”
“How could I modify this proposal to meet more of your requirements?”

“What kind of information do you need in order to go forward?”

“How did you like that movie?”
“What do you think about ... moving the office to Boston?” (rather than “Is it ok with you if we...?”")
“How are you feeling about all of this?”

“How ready are you to ...?" (rather than “Are you ready to...?")
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4.5.2 Part 2; Asking questions more creatively S: AL

Summary

What sort of questions is truly worth asking? When questions are asked a powerful language tool to focus
conversational attention and guide interaction with others is used. But many of the questions people have
learned to ask are totally fruitless and self-defeating (such as, parents to pregnant teen, “Why? Why have you
done this to us?” In general it will be more fruitful to ask, “how” questions about the future rather than “why”
guestions we might ask, not all are equally fruitful or illuminating; not all are equally helpful in solving problems
together. In this section we will explore asking powerfully creative questions (with the help of researchers in
many fields).

Please note: Some of the questions discussed below, if asked without any preparation, may be experienced by
others as demanding or as invading one’s privacy. Start by asking questions of yourself first. Before asking
them of others, practice the “introductions to a conversation”.

= Question-asking happens in everyday life
As people wrestle with each new challenge in life, they ask others and themselves a continuous stream of

guestions. Question-asking is one of the main ways that people try to get a grip on whatever is going on, but
are usually not very conscious of the quality of questions asked.

“Why are you always such a jerk?”

Why do it? Or

-~

As noted above, not all questions are of equal value. Many are a waste of effort but a few can be amazingly
helpful. Learning to ask conscious, fruitful questions of others, of oneself, and about one’s situation or task at
hand, is an important part of the training of many professionals: psychotherapists, engineers, architects,
mathematicians, doctors and others. All of these groups ask deeply penetrating questions. They do so in order
to apply a body of knowledge to solve problems in a way that respects the unique elements of each new
situation, person, piece of land, broken leg, canyon to be bridged, and so on. (A structured kind of self-
guestioning is also part of the communal life of the Quakers, as | have observed in attending various Quaker
meetings, and part of the Jesuit religious practice, as a Jesuit friend shared with me.)

“How could we work together to solve this problem?”

“How could I have been so stupid?”
Or...
“What could | learn from this experience?”

= |tis atool for everyone.

Asking conscious, creative and exploratory questions is not just for professionals; it is for everyone. All are
engaged in the process of trying to build a better life, a better family, a better workplace, a better world, just as if
they are trying to build the world’s tallest building. Once can apply in their own lives some of the styles of
creative questioning that engineers use to build better bridges, psychotherapists use to help their clients and
negotiators use to reach agreements.

“How am | going to nail that cheater?”
Or...
“What would be best for me in this situation?”

The many examples of exploratory questions given by Donald Schoén in The Reflective Practitioner suggest that
using questions to make a kind of ‘space’ in minds for things that are not known yet (in the sense of
understand), or have not decided yet, or have not invented yet, or have not discovered yet. “Hmmm,” an
architect might think, “how could we arrange this building so that it follows the contour of the land?”
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The answer will involve a complex mix of discovering, inventing, understanding, and deciding, all pulled
together partly by the creative power of the question. This thinking process is easier to imagine when visual
examples are used, such as designing a house to blend into a hillside (but not cause a landslide!). But these
same elements are present in all cooperative problem-solving activities. Asking questions can allow one to start
thinking about the unknown, because questions focus the attention, and provide them a continued exploration.
Questions are like the mountain climber’'s hook-on-the-end-of-a-rope: throw the hook into the unknown, and pull
yourself into the future. But how and where to throw must be learned, so that one can pull himself into a better
future.

How can | do this without anybody finding out?
Or...
If | do what | am thinking about doing, what kind of person will that help to make me?

There is no straightforward set of rules about how to ask questions that are more helpful or more tuned to the
needs of a particular situation. But you can get an intuitive sense of how to do it by studying a wide range of
creative questions ever asked.

= Questions of power

In many situations you may not have the emotional, social or political power to ask creative questions. Political
power often works to narrow the range of permissible questions and narrow the range of who is allowed to ask
them. For example, it is difficult to get US decision-makers to consider the question “Now that the Cold War is
over, why is the United States spending more money than ever on nuclear weapons?” Totalitarian
governments, modern advertising agencies and abusive families all want us to obey in unthinking silence rather
than to question and explore possibilities. Learning to ask creative questions, in a compassionate and
conciliatory way, can be a large step forward in reclaiming your lost power as a person, a family member, a
citizen and a problem-solver.

4.6 Challenge Six: Expressing More Appreciation, Gratitude, Encouragement and Delight

4.6.1 Summary

In order to build more satisfying relationships with the people around you, express more appreciation, delight,
affirmation, encouragement and gratitude.

Because life continually requires us to attend to problems and breakdowns, it gets very easy to see in life only
what is broken and needs fixing. But satisfying relationships (and a happy life) require us to notice and respond
to what is delightful, excellent, enjoyable, to work well done, to food well cooked, etc.

It is appreciation that makes a relationship strong enough to accommodate differences and disagreements.
Thinkers and researchers in many different fields have reached similar conclusions: healthy relationships need
a core of mutual appreciation.

To express gratitude in a meaningful way, a person needs to actually feel grateful, and that often involves
looking at a person or situation from a new angle. Expressing appreciation thus involves both an expressive
action and an inner attitude. So this chapter includes both exercises in how to express appreciation and also a
lot of background information to help you explore your attitudes about gratefulness. The purpose of this chapter
is to help put “Explore and Express More Appreciation” on your lifetime Do List. Unfortunately, there is no
button in our brains that we can push to make ourselves instantly more grateful and appreciative. But there are
countless opportunities each day to grow in that direction.
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4.6.2 Exploring the Personal side of Gratefulness
= Gratitude as a way of seeing

The only problem with all these great discoveries in favor of gratitude is that appreciation and gratitude are not
like mental faucets that we can just turn on at will. Gratefulness has two sides. Expressing gratitude is partly a
conscious action, like opening a door or telling a story. It is also a result of deep attitudes: the way we look at
our lives and the way we turn the events of our lives into meaningful stories. Parents teach their children to say
“thank you”, the action part, in the hope that their children will grow into the attitude part. For adults, | believe,
the path toward gratitude includes an exploration of both.

= Stories, suffering and gratitude

Human beings need to make sense out of what can be a bewildering variety of life experiences. Life is not
particularly consistent. Joy comes one day, sorrow the next. Success alternates with failure. Sometimes our
efforts matter a lot and sometimes it is a matter of luck, good or bad. One of the main ways we bring coherence
to this mind-boggling variety is to develop our own personal organizing “themes” such as “my life of adventure”
or “my struggle with alcohol.” Since no one theme can hold all the events in our lives, we pick out and
emphasize the experiences that illustrate our main theme and let all the other events fade into the background.

= Most people do not consciously pick their themes

More often, this is borrowed from parents, or is pushed by powerful events in lives such as love, war, abuse,
success or failure.

The important thing to remember about themes is that although they may be deeply true, they are never all of
the truth about a person’s life or about life in general. Life is always larger than all our stories, and the events of
a person’s life can be arranged, with effort, to illustrate many different themes, not just one. This fact can open
a path toward gratitude, even for people who have endured great suffering and deprivation.
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4.7 Challenge Seven: Adopting the Perspective: Seeing Every Conversation as an Opportunity to Grow -
- Making Better Communication an Important Part of Everyday Living

4.7.1 Developing Faith in Your Own Development

This chapter stresses the possibilities of practice and the horizons of personal development. That probably
sounds about as exciting as washing dishes. But better listening and better self-expression are very similar to
better basketball playing, better guitar playing and better everything else. They all develop through attention,
practice and faith. People everywhere plant and tend the vegetables in their gardens with the faith that there will
be a harvest. Musicians practice every day with the faith that their skills will improve.

In order to invest the necessary time and effort required to become radiantly successful communicators, it is
vital to develop a faith in the possibilities of our own development (and in the development of our families, and
of all the teams of which we are members). At their best, parents and coaches believe so that one can learn to
believe in himself. As your coach via the printed page, information in this chapter (and readings) will support
you in believing in yourself more deeply, so that you will practice enough to discover your own many capacities
for skillfulness and excellence.

Practice Matter
More Than Talent!

A recent statistical analysis of Olympic gold medal
winners produced a result that is both startling and
reassuring. The single most important factor in
winning a gold medal was having practiced longer
that one’s competitors. The analysis showed that the
winners had consistently started to practice their skills
earlier in life than everyone else in the contests. The
evidence strongly suggests that gold medal winners
are not necessarily more talented than everybody else.
They just work much harder and much longer at being
athletes than everyone else does. What this implies is
that, with practice, most skills are within the reach of
most people.
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There is an important psychological principle at work in all skill development and that principle is called over-
learning. If something is learned just well enough to do it once successfully, one will not actually remember how
to do it for very long. To master a skill, one has to practice it a lot more than would seem necessary. In order to
remember better communication skills in the middle of arguments and tense negotiations, a person needs to
feel very competent and comfortable in using those skills, just as an accomplished musician can play musical
scales without even thinking about it. (Even the greatest musicians still practice many hours a week.) The
reward for practicing your communication skills is that you will feel better about yourself and your connections to
the people around you, and be able to face conflict situations more confidently. You will probably also be to get
more of what you want - - by being skillful enough to help your partners in living and working get more of what
they want, too.

4.7.2 Over-learning

4.7.3 Doing what comes naturally

It might seem as though people ought to be able to get through life by just “doing what comes naturally,” that
one should not have to try so hard. But if you stop to reflect concerned, people are born knowing how to cry,
how to grunt, and how to learn the result of intense learning all through their lives. As natural as it may feel to
use sarcasm or ask self-defeating questions, these are actions learned by copying fact, learning new skills is
the most natural thing in the world. It is what people are designed to do as creatures with big brains and
multipurpose hands.
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1. What are the different forms of communication? Define each.

2. Describe the seven challenges in effective communication.
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Objectives:

= Identify, in general, the purpose of supervisory skills;
= |dentify the 5 essential responsibilities of supervisors;
= |dentify the methods of supervisory competencies;

=  Deal with ambiguity;

= Identify task and practices of supervisors;

= Identify, narrate and prepare training course;

= Identify, narrate and prepare policies, setting objectives, business models, and
guidelines; and

= |dentify the different operational logistics and program management control;
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Outline;

1. Role of Supervisors

2. Dimensions of Supervisory Competencies

3. An Orientation Framework for New Supervisors

4. Course Design, Content and Selection

5. Program Planning & Design

6. Program Management & Control —
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1. Role of Supervisors

1.1 Introduction

1.2 Traditional Role Concepts

1.3 Definition of the Supervisor’s Role

1.4 Changing Scope of Supervisory Responsibilities
1.5 Supervisors’ Own Definition of their Roles

1.6 Segmenting Supervisor's Responsibilities
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1.1 Introduction

The design and conduct of supervisory-training programs derive from the analysis of
1. the traditional concepts of the supervisor's role in the organization,
2. the competencies needed to fulfill that role, and

3. the knowledge, skills, and attitudes that supervisors bring to their assignments. First, consider the
influence of the supervisor's role.

Fifty years ago, the production-line supervisor on the shop floor of a manufacturing plant was probably
accepted as a good model for the typical supervisor. Fifteen years ago, the role model was more nearly a
clerical supervisor in a service organization-a bank, an insurance company, or in public administration. Today,
the concept of a laid-back, participative supervisor of knowledge workers is a popular, if not entirely realistic,
model. The fact of the matter is that none of these stereotypes has ever been realistic. And the concept of a
clearly defined, universal model is even less likely today.

What roles do supervisors play in an organization?

The behaviorists state that "a role concerns a social relationship between occupants of positions, with
mutually understood expectations about behavior that should characterize this relationship." Thus, the
supervisor must view his or her role in relation to superiors, subordinates, and peers in line or staff
departments. This role, however, is inevitably constrained by the norms of the particular-organization.

Again, the behaviorists advise that "norms are patterns of shared understanding concerning the behavior
appropriate to a member of an organization ... and include work activities, beliefs, and attitudes." Hence,
a supervisor's role is defined, not only by his or her relationships with other members of the organization, but
also by what the organization expects from that supervisor in the way of performance and attitudes.

Given the limitless number of combinations of positions, functional specialties, corporate missions, and
organizational structures, it should not surprise human resources professionals that there are significant and
practical differences among supervisory roles. Accordingly, trainers should be wary of generalizations and
foregone conclusions in this area. A good grasp of possible role models, together with an insight into some
major contributing variables, should precede the search for specific skill competencies required of supervisors
in the target organization.

1.2 Traditional Role Concepts

= "People in the middle," the hard place between genuine managers and rank-and-file employees.

= "Keystone in the organizational arch," the supporting structural member between management and the
work force.

= Supervisors more pragmatically are the "link-pins" between the upper and lower planes of an
organizational structure; supervisors act as a series of flexible couplings, transmitting orders and
instructions from above while absorbing shocks and disturbances from below.

= Supervisors to be legally “part of management.” This specifically prohibits supervisors from joining
unions of production or clerical workers, although they may form a union composed exclusively of
supervisors.

= A supervisor's role is "facilitation." Making resources and information available to subordinates while

allowing them to plan and implement their own work. Such "goal-oriented" supervisors (see figure 1.3)
intervene to exercise control only when necessary.
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1.3 Definition of the Supervisor's Role

Supervisors carry many titles: "supervisor,” "department head, "section chief,” "assistant department
head,” "office manager,” even "foreman" or "forewoman". The federal government, in one of its
publications, provides a simple; understandable definition of a supervisor's role:

A first-line supervisor is the member of the management team who is in actual and constant contact with the
non-supervisory workforce, who is responsible for their production output and who plans, assigns, and
evaluates their work in accordance with directions given by the supervisor's superiors. To the overwhelming
majority of workers, the first-line supervisor is their primary, if not their only, link with management. It follows,
then, that the way supervisors manage their people, the department's materials and machinery-but especially
the people-will determine whether or not that segment of the whole organization will be productive and effective,
and will contribute to the desirable growth of the organization. An ineffective supervisor may well vitiate the
plans and efforts of top management.'

While there are many other popularly accepted definitions of the widely - used title of "supervisor," a simple one
seems to serve best. It was developed by the International Labor Office after considerable study of the
literature:

Supervisors are usually first-line managers whose major function is working with and through non-management
egress to meet the objectives of the organization and needs of the employers.

A modification of this definition is proposed by the Opinion Research Corporation, which suggests that within
the limits of the definition, another distinction can be made:

There are first-level supervisors, who manage only non-managerial employees; and there are also second-level
supervisors, who manage other supervisors in addition to hon-managerial employees.

1.4 Changing Scope of Supervisory Responsibilities

= In earlier years, supervisors were chosen for their technical skills or craftsmanship. The superior
mechanic or typist was rewarded by being promoted to foreman/forewoman or chief clerk. In many
uncomplicated situations, this method worked quite well. The journeyman/journeywoman or highly
capable office employee, proud of his or her skills and knowledge, was naturally looked up to and
respected as the most expert in the department.

= As time progressed, however, business and institutional activities have become more complicated.
Divisions of organizations have become more specialized. Machines and computers have increasingly
taken over the work formerly done by people. In this milieu, the supervisor's job requires, in general,
less comprehensive technical knowledge. Instead, it calls for supervisors to possess a wider variety
of skills, particularly those for dealing with people effectively and for planning, organizing, and
directing operations. Breadth of skills, not necessarily depth in a specific craft, has begun to take
precedence in the supervisory world. In addition, skills in motivating and leading people increasingly
constitute the "make-or-break" area of supervisory responsibility.

= Modern supervisors are responsible for the achievement of some sort of end product, this end product
may be on paper, in the form of accounts, written material, diagrams, pictures, and so on; it may consist
of certain types of services rendered; or it may consist of concrete items of manufacture. Whatever it is,
supervisors must see that their workers produce it in the number and quality, and utilizing the
method, required by organizational specifications, at the place and time stipulated. If supervisors
do not get the production out, they are not doing their jobs: this is the be-all and end-all. In order to get
out the production, they must see that their workers produce. Since supervisors can no longer be
martinets-and force subordinates to produce, they must instead motivate and stimulate people to
produce. This is accomplished by ingenuity and leadership. We can therefore conclude that
supervisors' production is a function of their leadership abilities.
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Leadership is the activity of influencing people to cooperate toward some common goal. It is a process that
satisfies the needs and purposes of the organization it serves and at the same time allows for creativity and
satisfies the fundamental human needs of the people in that organization. Most authorities agree that the
qualities and skills of leadership can be learned. Identification and improvement of these leadership skills
(communicating, motivating, personal problem solving, counseling, and so forth), are now necessary
considerations in the design of supervisory development programs.

Robert R.Blake and Jane S. Mouton have repeatedly asserted that the manager's role has two important
dimensions-a concern for people (the leadership aspects) and a concern for production. Based on their own
research, Blake' and Mouton identified two attitudinal dimensions, to be distinguished from the behavioral
dimensions identified in the research originating at Ohio State University. They visualize these roles as being
complementary and illustrate this relationship on a grid, or matrix. More recently, they have prepared a special
version of their widely accepted Managerial Grid for supervisory roles. This is illustrated in figure 1.1. If nothing
else, the grid concept helps to establish the potential dichotomy in the roles that supervisors must perform.

1.9 9.9

Comfortable and Pleasant Quality Achievement

Attempts are made to promote harmony and good People work together to get top-notch results
will.  Issues, which may cause disruption, are and are wiling to measure their
smoothed over with the hope that things will accomplishments against the highest
continue to go well in the work situation. possible standard. All involved support and

hold one another accountable for actions
influencing the results.

11 55

Do-Nothing Neutrality Accommodation and Compromise

An approach associated with low concern, With this go-along-to-get-along, “don’t-rock-

“passing the buck,” and skillfully camouflaged the-boat” approach, progress may be made,

“doing little or nothing”. but only within the company’s rules and
regulations.

9.1

Produce or Perish

Results may be achieved for a short time. Used
over the long time, it motivates people to “beat the
system” or, at the very least, decreases their
willingness to contribute.

Figure 1.1 The Supervisory Grid (Source: Reprinted with permission from Robert R. Blake and Jane
Srygley Mouton, The New Grid for Supervisory Effectiveness)
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In a National Survey of Supervisory Management Practices involving over eighty-five hundred supervisors,
these conclusions were drawn about the role of supervisors:

1.5 Supervisors Own Definition of Their Role

= They see themselves as the boss, often operating independently on their own best instincts and
judgment rather than according to policy. Their alignment with management is tentative at best. Only 40
percent say they "feel a part -of company management”; 19 percent say they "feel closer to my
employees than to company management." Another 17 percent "feel closer to other supervisors," and
still another 18 percent say, "l feel that | am on my own as a manager most of the time." Some 6
percent say, "l feel that my boss and | are the company management."

= Their thinking is in line with the traditional values of hard work and experience leading to achievement.
The seniority principle, according to which service is rewarded by promotion and security, appears to be
"a good idea" to more than three-quarters of them. Performance appraisals as "effective guides to
motivation and discipline” get the same degree of approval.

= They are ambivalent about employee motivation. On the one hand, 93 percent' of all supervisors say
that "most employees want to do a good job," and 83 percent say that "most employees willingly accept
responsibility for their own work." On the other hand, 66 percent say that "the main interest of most
employees is to get enough money to do the things they want to do," while 61 percent say that
"employees require close supervision," and 41 percent say that "most employees have to be pushed to
produce."

= Allin all, however, supervisors are a vital, rather happy group. They are almost unanimous (95 percent)
in saying that "what happens in my company or organization is really important to me." Only 24 percent
say that "money is what's most important about my work." Eight out of ten (82 percent) say, "Generally
speaking | am satisfied with my job."

= Many supervisors and middle managers feel abandoned by senior management. They believe that they
have been left to "run the shop" while management decides what it wants to do, how it wants to do it,
and when all this will happen, with little input from those closest to the operation. This perceived lack of
involvement is particularly insidious where communications are poor and managers are not trained
effectively. Furthermore, our profiles of middle and lower managers' attitudes indicate that their thinking,
understanding, and commitment in such an environment mirrors that of their subordinates rather than
that of their superiors.'

1.6 Segmenting Supervisory Responsibilities, For Training Analysis

Generalizations about supervisors-and the training they will need-become more meaningful when their
responsibilities are segmented into certain basic classifications. A major research study,10 for example, shows
significant differences in demographic dimensions, problems, and attitudes when supervisors are classified
according to

= the jobs they are asked to perform,

= the extent to which they supervise other supervisors as well as rank-and-file employees, and

= their educational level, as illustrated in the accompanying box. Supervisors who fit into column A, for
example, tend to be alike in many ways.
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They differ significantly in many ways, however, from those who fall into column B, although those in column B
exhibit similar characteristics among themselves. When supervisors' are grouped by demographic factors, in
this manner, it becomes clear that they are different kinds of people doing different kinds of work.

Not only do supervisors differ categorically in their. personal dimensions and in the jobs they perform; they also
differ-as a result of variations in their demographic traits-in the way they look at their jobs and in the way they
feel about important aspects of their work. This is dramatically illustrated by data showing categorical variations
in the attention paid by supervisors to a number of key job activities. For example:

Table 1.1 Three Major Ways of Categorizing Supervisors

Three Major Ways of Categorizing Supervisors
Column A | Column B
Job Function and Setting
e Blue-collar employees e White-collar employees
e Unionized employees ¢ Nonunionized employees
e Production-oriented functions e Clerical-oriented functions
e Manufacturing, construction e Banking, insurance, service,
and/or mining industries institutional, and/or
government/military
establishments
Level of Supervision
e First-level: supervise only rank e Second-level: supervise other
and-file hourly or salaried supervisors as well as rank-
employees and-file employees
Educational Level Attained
e No higher than high school e College degree or higher
diploma

Job function and setting. The key distinguishing factor in this category is whether the employees supervised
are blue-collar or white-collar. White-collar supervisors, for example, devote considerably more time and
attention than do blue-collar supervisors to interviewing' and placing employees, consulting with staff people,
attending departmental meetings, and improving methods and procedures. Blue-collar supervisors spend
significantly more time than do white-collar ones in planning production schedules, making job assignments,
and coping with 'safety, production, and quality-control problems. Other related factors-such as whether or not
the supervised employees are union members, the degree of production-oriented responsibilities, and whether
the establishment provides a product or a service-reinforce even more the blue-collar/white-collar distinctions.

Level of supervision. Nearly half of, all those surveyed said they supervise other supervisors in addition to
nonexempt personnel. These are second level supervisors, and there is clearly a difference between their job
requirements and those of first-level supervisors, who manage only nonexempt employees. Many serious
surveys, including Opinion Research Corporation's in 1970," have recognized this distinction between levels,
but their reports have failed to show how this affects the nature of supervisory problems and attitudes. The
National Survey of Supervisory Management Practices, however, reveals significant differences all along the
line. For example, second-level supervisors- are far more concerned than first-level supervisors with production
planning and control, discussing employee personal and performance problems, devising improved methods
and procedures, and solving cost-related problems.
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Educational attainment. Among supervisors in this study, differences in educational attainment are associated
with dramatic variances in demographic dimensions, such as pay and age. This might be expected. Not
expected was the fact that supervisors' assessment of problem intensity and attitudes was, in some cases,
even more dramatically affected by educational achievement. More highly educated supervisors, for example, -
are far more jaundiced in their estimates of the effectiveness of cost reduction and appraisal programs. They
are also distinctly negative about the seniority principle. And somewhat surprisingly, they are much more likely
to perceive minorities as being singled out for favoritism. Some 20 percent of the most highly educated
supervisors thought blacks were given special treatment, 13 percent for Hispanics, and 14 percent for women.
These figures compare with 12 percent, 6 percent, and 8 percent respectively among the least-educated
supervisory group.

Analysis with a Four-Cell Matrix

Differences observed according to the three categories outlined above are, of course, more a matter of degree
than absolute. There is a good deal of blurring of the lines between classifications. Nevertheless, before
drawing any conclusions about supervisors, it is extremely helpful to first try classifying them according to the
four-cell matrix illustrated in figure 2-5. Survey data support the matrix's presumption that there are-at the very
least-four significantly different groups of supervisors: (1) blue-collar/first-level, (2) white-collar/ first-level, (3)
blue-collar/second-level, and (4) white-collar/second-level. Using survey data, it was possible to develop
characterizing profiles of each segment, as shown in the figure. These differences and others will impinge
heavily on the design of supervisory training and development programs. For example, further analysis of the
National Survey of Supervisory Management Practices data showed significant, differences according to the
operating areas in which supervisors were employed:

Purchasing supervisors placed greater-than-average job emphasis on meetings with their bosses about work-
related problems, solving scheduling problems, and dealing with customer-related problems. Purchasing
supervisors, however, appeared to be much more confident than other supervisors regarding computer-related
matters."”

Marketing supervisors said they experience greater pressures than do other supervisors with respect to
discussing employee performance, keeping costs in line, and obtaining the required output of work. They were
less concerned with work inaccuracies and labor and material shortages. They did, though, report an alarmingly
high concern with the extent to which they were asked to do things that are contrary to their moral beliefs
regarding what is right and wrong.

Engineering supervisors appeared to be unusually uncomfortable with the interpersonal aspects of their
responsibilities, although they claim to engage more broadly in participative-management styles. They tend to
expect more in the way of a support structure from their parent organizations, and they are not especially
persuaded of the effectiveness of performance appraisals, suggestion systems, or cost-reduction programs.
They rely more heavily than do other supervisors on the grapevine for vital information. And they, more than
other supervisors, view their organization's tre

atment of minorities as preferential.'

It is not unlikely that such in-depth surveys and analyses of supervisors in most organizations would reveal
similar, significant differences among supervisory role perceptions according to industry and/or function.
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2.1 Five Essential Responsibilities
2.2 Critical Dimensions of Competencies

2.3 Methods for identifying competencies
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Probably the most significant philosophical advancement in training made in the last twenty-five years has been
the concept of competency-based training. Stated simply, competency-based training attempts to provide the
skills needed to perform a particular task and. In some ways, it is a complete turnabout from the traditional craft,
or journeyman- training, where it was expected that the apprenticeship would eventually enable the individual to
perform a complete range of skills, whether or not these were ever required of the worker on a particular job.

Introduction

Competency-based training got its impetus after World War Il when Dutch consultants were brought into the
Arabian oil fields to train relatively unskilled, unlettered employees. The consultants concluded that it would
save time and money if the workers were trained only in a narrow, or selective, spectrum of skills required for
the particular work involved. The workers trained according to this philosophy were deemed to be more than
satisfactory by their employers. Their range of skills, however, was limited and often not transferable to other
employers. The Dutch consultants called this selective approach to skills training "accelerated training."

This focused approach to specialized training, with its emphasis on company-specific rather than craft-specific
skills, was slow to be accepted in the United States. Trade unions, understandably, were opposed to it. So, too,
however, were trainers, who viewed it as a step backward in human resources development. Nevertheless, the
basic idea was grudgingly acknowledged to be in tune with parallel advances in specialized technology. In fact,
a closer study of supervisory-training programs in particular led many authorities to wonder whether or not
many of the skills being taught might be off target. And many were. Supervisory skills training could be faulted,
on the one hand, for offering developmental courses in skills that were not relevant and would never be used
and, on the other hand, for failing to offer improvement in the vital supervisory skills needed to perform
effectively on the job. The latter shortcoming is, of course, the most damaging.

It should be noted that competency-based training is related to, but different from, training needs analysis
(which will be treated separately in chapter 6). Needs analysis can take place only after the required
competencies of a position have been determined. Competency-based training ‘examines the' position; needs
analysis looks at the individuals filling this position.

Supervisory-training programs, then, should spring from a clear knowledge of the competencies employers
require of their supervisors. Generalizations about competency are not nearly so good as specific definitions

gathered by each organization through- observation and research. Nevertheless, authorities have formulated
many helpful hypotheses about necessary supervisory competencies.

2.1 Five Essential Responsibilities

2.1.1 Responsibility to higher management.
The supervisor must;
=  Plan the work of the department
= Coordinate the department's work with that of other departments
= Select and train employees when needed
= Make work assignments
= Interpret and implement management policies
= Understand and communicate to employees all aspects of company operations
= Make production decisions (for example, start jobs, stop jobs, authorize changes, take unsafe tools out

of production)
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= Maintain both morale and discipline
= Keep control of costs
= Send recommendations for change upward

= Motivate department members

2.1.2 Responsibility to employees.
The supervisor must:

= Develop good morale

Stand up for employees when they are being treated arbitrarily from above
=  Establish a warm and trusting working climate within the department

= Handle employee problems promptly

= Be fair in all departmental matters

= Explain to employees all matters connected with their jobs

= Train employees when needed

= Assume the role of counselor, on occasion

= Distribute all departmental amenities fairly

= Discuss proposed changes before change takes place -

= Maintain a safe and clean work area

= Provide sound policies for employee personnel problems (when not provided by higher management)
= Explain fringe-benefit plans and pay systems

= Orient new workers

= Coordinate and plan work so that work loads are as stable and predictable as possible

2.1.3 Responsibilities to coworkers.

The supervisor must;
= Coordinate whatever work flows or paperwork needs to be exchanged among supervisors
= Communicate with other departments about mutual needs and problems
=  Give them support as members of the same management team

= Coordinate policy interpretations with other departments to assure consistency and uniformity
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2.1.4 Responsibilities to staff departments.

The supervisor must:

Comply with reasonable requests for information from staff managers
Utilize whatever standardized reporting forms are necessary per the judgment of staff managers
Listen to the counsel of staff managers pertaining to matters that fall into their areas of expertise

Consult with appropriate staff managers to utilize their special expertise on problems

2.1.5 Responsibility in labor matters.

If the company is unionized, then the supervisor must also:

Become knowledgeable about every aspect of the labor agreement

Attempt to maintain a conciliatory atmosphere in the relationship with the union

Respect the terms of the agreement, even though the supervisor may personally disagree with it
Effectively administer the grievance machinery of the labor contract

Treat all employees fairly, including union members

Represent management, for that is where a supervisor's first loyalty lies

2.2 Critical Dimensions of Competency

SAL—

A number of authorities and concerned enterprises have compiler comprehensive lists of supervisory attributes,
or dimensions.. The lists are often long, and many include personal qualities as well as actual proficiencies

relater to specific job performance. There is, however, a useful consensus among most competency- lists.

2.2.1 Assessment-Center Dimensions

The dimensions of supervisory competence often measured in assessment centers include:

Impact

Creativity

stress tolerance
leadership

sales ability

sensitivity

initiative

independence

problem analysis
planning and organization
judgment

decisiveness of delegation
flexibility

tenacity
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Research findings have validated the use of these criteria (under professionally supervised assessment-center
conditions) to be in compliance with the Equal Employment Opportunity Act as a means of identifying
management potential.'

2.2.2 AMA Competencies Model

Table 2.1 Model of Competencies of a Successful Manager

Model of Competencies of a Successful Manager
(Developed by the American Management Association)

Knowledge Competencies

1. | This is a threshold requirement. All successful managers must have a certain amount, but a lot
more knowledge alone will not make a superior manager.

Entrepreneurial Competencies

2. | Efficiency orientation: a continuing interest in doing things better and finding the best combination
of resources.

3. | Proactivity: the urge to initiate action, write a report, call on a customer, start something going.

Intellectual Competencies

4. | Logical thought: a dedication to placing events in a causal sequence.

5. | Conceptualization: the ability to assemble information and seemingly unrelated ideas and events
into a pattern.

6. | Diagnostic skills: the ability to apply concepts and theories to real-life situations.
Socioemotional Competencies.

Self-control: the ability to -place organizational needs above personal reactions.

Spontaneity: the ability to express ideas freely and easily, even if not effectively.

Perceptual objectivity: the ability to understand and/or present contrasting points of view skillfully,
especially in conflict situations.

10. | Accurate self-assessment: an awareness of own strengths and weaknesses.

11. | Stamina and adaptability: high energy levels and the ability to function effectively under pressure.

Interpersonal Competencies

12. | Self-confidence: a compelling faith in own ability to attain goals.

13. | Developing others: a conviction about his or her responsibility to help others, to seek and develop
disciples, to coach and counsel.

14. | Concern about impact: awareness of the way in which what he or she does and says will affect the
organization and subordinates.

15. | Unilateral power: the personal ability to get others to go along with prescribed directions,
commands, policies, and procedures.

16. | Socialized power: the ability to build a network of alliances and support within and outside the
organization.

17. | Oral communications: the ability to speak so that others can understand; the successful manager
uses parables, develops anecdotes, and provides illustrations that people can grasp quickly.

18. | Positive regard: a deeply rooted belief in the ability of others in the organization to perform
effectively when given a reasonable chance.

19. | Managing group processes: the ability to inspire teamwork; the successful manager praises
cooperation and direct coordination in a way that promotes identity and morale in a work group.

©|o|N
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Honeywell has for years employed a validated testing program for the identification of supervisory potential. The
criteria, or standards, are described as "performance standards statements for first-line supervisors." For each
of the thirteen standards listed below, there are also a dozen or more "critical-incident” illustrations to support
the identification of the particular competence:

2.2.3 Company-Specific Dimensions

1. Ability to plan for the accomplishment of goals. Includes determining subgoals to support company
goals, anticipating possible problems, gathering relevant information, setting priorities, and
implementing plans.

2. Ability to administer rules and policies fairly and consistently. Includes knowledge of company
rules and policies;; and ability to interpret and explain the purpose of policies.

3. Interdepartmental relations. Includes the ability to develop and maintain harmonious relations with
other departments for the good of the company.

4. Ability to train and develop subordinates. Includes proper orientation of subordinates to company,
department, and job; motivation of subordinates; performance counseling; and other developmental
methods such as rotation of job assignments.

5. Initiative. Includes the ability to seek out solutions, make decisions, take action, and meet deadlines.

6. Member of management. Involves the ability to consider and express himself or herself as part of
management and to work accordingly. Includes knowing what is expected and disseminating company
policy despite personal ,feelings.

7. Technical competence. Includes familiarity with technology, principles, and processes of the area
supervised and the ability to suggest and effect improvements in the quality and quantity of work
supervised.

8. Human relations skills. Involves the ability to get along well with others, communicate facts clearly
and completely -in a tactful manner, and get work done without adverse feelings.

9. Safety and housekeeping. Involves knowing and enforcing safe practices and procedures.

10. Communications. Includes providing feedback to superiors on the status of projects, proper
preparation, timely submission of required reports, and prompt and complete problem reporting.

11. Willingness to accept responsibility. Includes attending to assigned duties, following up on details,
and meeting commitments.

12. Integrity, trustworthiness, and honesty.

13. Department administration. Includes forecasting, budgeting, cost control, cost improvement, record
keeping, report preparation, inventory control, and justification of capital expenditures.'
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Table 2.2 Comparative Importance Ranking of Competencies

Importance for:

Competency Managers
1. Command of basic facts Medium
2. Relevant professional knowledge Medium
3. Continuing sensitivity to events High
4. Problem-solving, analytical, andHi h

decision/judgment making skills 9
5. Social skills and abilities High
6. Emotional resilience High
7. Proactivity and inclination to respond, .

High

purposefully to events
8. Creativity Medium
9. Mental agility Medium
10. Balanced learning habits and skills Medium
11. Self-knowledge High

Public Employment Dimensions

Technicians
High

High
Medium
High

Low

Low

High

High
Medium

Medium
Low

SAL—

Culbertson and Thompson surveyed 314 supervisors in public employment (Kentucky) and developed the
following ranking of required supervisory competencies:

CoNooUA~AWNE

Motivating

Developing employees
Communications
Leadership
Planning/organizing
Human relations
Performance appraisal
Disciplining

Decision making

. Handling complaints and grievances
. Management methods such as MBO
. Written reporting systems

. Counseling

. Functioning in the organization

. Time management

. Delegation

. Affirmative action

. Safety

. Termination procedures

. Interviewing

. Hiring procedures

. Budgeting
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In probably the most exhaustive research ever conducted into the identification of competencies, AT&T isolated
and ranked fourteen principal tasks of supervision, as illustrated in table 2.3. The research (described later in
the chapter) began with the identification of a number of supervisors judged as "masters" in view of their
outstanding performance and appraisals. Their competencies eventually became the basis for the list provided
in table 2.3. AT&T's analysis identified not only the fourteen basic duties but also the major tasks, decision
points, skills, and related knowledge areas associated with

each..

Table 2.3 AT&T's Competencies For Master Supervisors

AT&T's Master Competencies

Percentage
Rank Time Spent on Frequency of
Order Process the Process Performance
1 Controlling the work 17 Every day
2 Problem solvina 13 Everv dav
3 Planning the work 12 Every day
4 Informal oral communication 12 Every day
5 Communication 12 Every day
6 Providing performance feedback 10 Every day
7 Coaching a subordinate 10 Every day
8 Written communication/documentation 7 Every day
9 Create/maintain motivative . 6 Every day
atmosnhere
10 Time management 4 Every day
11 Meetings 4 Twice monthly
12 Self-development 2 Weekly
13 Career counseling a subordinate 2 Bi-monthly
14 Representing the company 1 Monthly

Managing
Doing (Specialist / 39%

Technologist)
39%

Figure 2.2 How Supervisors Distribute Their Time Among Various Roles (Source: Adapted from Philip Marvin,
Executive Time Management (New York: AMACOM, 1980))

67



Supervisory Skills Development

SAL—

When the analyst's focus shifts to the activity of compiling lists, it is all too easy to lose sight of the main
purpose of competency identification. Long lists of competencies often obscure important variables. There is
the question of priorities and time demands, for example.

2.2.7 Important Competency-Related Variables

The AT&T list is prioritized, although each of the fourteen items is given almost the same weight, and provides-
an estimate of the relative time spent on each activity.

Baker and Holmberg analyzed data gathered by the American Management Association and derived the
supervisory time distribution chart shown in figure 3-1. They also found that supervisory time devoted to
managerial functions can be ranked from most to least in this order: implementing, planning, organizing,
delegating, evaluating, innovating, and staffing."

2.2.8 An eye on the bottom line

It is well to keep in mind that supervisory performance will generally be judged by universal measures: (1) how
well the supervisor manages the various resources made available to the department and (2) the value of the
results accomplished. (See figure 2-2.)

2.2.9 Managing Resources
It is expected that a supervisor will manage the following things effectively:

o Facilities and equipment, such as a certain amount of floor space, desks, benches, tools, production
machinery, computer terminals, and microfiche readers. The supervisor's job is to keep these operating
productively and to prevent their abuse.

e Energy, power, and utilities, such as heat, light, air-conditioning, electricity, steam, water, and
compressed air. Conservation is the principal measure of effectiveness here.

e Materials and supplies, such as raw materials, parts, and assemblies used to make a product as well
as operating supplies, such as lubricants, stationery, cassette holders, paper clips, and masking tape.
Getting the most from every scrap of material and holding waste to a minimum are prime measures
here.

e Human resources, such as the work force in general and the supervisor's employees in particular.
Since supervisors do little or nothing with their hands, their biggest job is to see that these people are
productively engaged at all times.

e Information, such as that made available by staff departments or found in operating manuals,
specification sheets, and blueprints. Supervisory success often depends on how well the supervisor can
utilize the data and know-how made available to him or her through these sources.

e Money. All the above can be measured by how much they cost, although the actual cash will rarely flow
through the supervisor's hands. Nevertheless, supervisors are expected to be prudent in decisions that
affect expenditures and may have to justify these in terms of savings or other benefits.
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It follows (in managerial logic, at any rate) that when resources are managed properly; desirable, productive
results will be forthcoming. In most organizations, the emphasis will be on the following:

2.2.10 Attaining Results

Output, or production. Specifically, the supervisor's department will be expected to turn out a certain amount of
work per day, per week, and per month. It will be expected that this will be done on time and that the
department will meet delivery schedules and project deadlines.

e Quality and workmanship. Output volume alone is not enough. Supervisors will also be judged by the
quality of the work their employees perform, whether it be measured in terms of the number of product
defects, service errors, or customer complaints.

e Costs and budget control. Departmental output and quality efforts will always be limited by the amount

of money supervisors can spend to carry them out. Universally, supervisors attest to the difficulty of
living up to cost and budget constraints.

2.3 Methods for Identifying Competencies

If the human resources development professional wishes to go beyond the selection of logical competencies
from one of the established lists, such as those provided above, there are three fundamental ways to proceed.

2.3.1 Traditional Job Analysis

Using the job-analysis approach, the analyst gathers data about the tasks and competencies required of
supervisors in a particular organization by any of three methods:

1. Interviewing supervisors and their superiors to obtain a list of

a. tasks supervisors perform,
b. related responsibilities as well as performance standards and measures, and

c. opinions from these individuals and from staff specialists about the skills needed to perform the
tasks and discharge the responsibilities indicated.

2. Surveying supervisors and their superiors (seeking similar information) using one of the established
lists of competencies, with or without a request for some sort of ranking of importance (from 1 to 10, for
example) and time allotments (in percentage of time spent, hours per day or week, or whatever).

3. Studying existing job descriptions and specifications to obtain such data.

Once the data have been gathered, they can be sifted, ranked, and consolidated by further interviews and/or
surveys and/or group meetings of supervisors. Another approach is to assign the interviews and survey studies
to a task force, with final refinement verified by consultation with incumbent supervisors..

2.3.3 Statistically Verified Research

Few organizations could afford to, or would wish to, pursue the kind of extensive supervisory competency
research conducted by AT&T in the late 1970s and early 1980s. Nevertheless, the process that the AT&T
study teams followed is worth keeping in mind while searching for your own organization's supervisory
competencies. In phase 1, AT&T simply reviewed all the relevant data the corporation had accumulated in its
years of research. The result was the identification of four generic duties:
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1. Organizing and planning;
2. Directing, controlling, and delegating;
3. Supervisor / Subordinate relationships; and (41 communications and coordination.

Phase 2 involved the development of an interview checklist based on the four generic duties, along with five
related .tasks for each. Supervisors and their superiors were asked to

1. rank duties and assign frequencies to them and
2. rank tasks. Important open-ended questions asked during this phase included:
0 "What about frequency? How is each performed?"

0 "Look at each output separately. What does each look like? What form does it take? Who gets it?
How?"

0 "What does each contribute to achieving the company's purpose?"

A mastery model was developed from these interviews. (Refer back to table 3-2.) Next, survey participants
were asked to rate the mastery model items according to their relative level of-difficulty and the need for related
training. Levels of difficulty were ranked as follows:

o0 High-complexity processes: planning the work, controlling the work.

0 Moderate-complexity processes: problem solving, providing performance feed= back, coaching a
subordinate, creating/maintaining a motivating atmosphere, time management, communication,
informal oral communication, career counseling.

o0 Low-complexity processes: self-development, representing the company, meetings.

The final element in the mastery model was the preparation of an analysis of the 14 principal duties, identifying
for each:

The number of tasks

= The number of decision points (from 1, coaching a subordinates, to 6, planning work and controlling
work).

Figure 2.3 portion of the flowchart used by at&t to prepare. Its mastery model for planning tasks and decision
points
= The specific skills for each (from 1, communication, t4 A, performance feedback) and the knowledge
areas (from 3, representing the company 4i 60, performance feedback).

In all, the complete model contains 187 major tasks, 42 decision (cantingency) points, 196 skills, and 383
knowledge areas, for a total of 808 items

Each of the 14 duties is represented in the mastery model report with,, a flowchart (see figure 2.3); a set of
performance standards Indicating outputs expected and methods of measurement; a step-by-step manual
indicating tasks, decision points, and skills and/or knowledge needed at each point; and a diagnostic test for
determining the specific training needs for incumbent Pr candidate supervisors for that duty.
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Honeywell, General Electric, AT&T, and others use standardized tests in validating their competency criteria
and/or in selecting supervisory candidates according to these criteria. Legally acceptable validity testing must
be checked against successful performance in the supervisory position. Many standardized tests are used,
however, for selecting candidates. Examples include tests for general mental ability, personality and
motivational inventories, and the Thematic Aperception Test, along with business games, simulations, and in.
basket exercises.

2.3.3 Psychological Testing

Studies conducted over the years at AT&T have shown that-middle-level "non-promotable” managers are most
likely to manifest deficiencies in the following competencies: leadership skills (82 percent), administrative skills
(73 percent), achievement motivation (45 percent), managing interpersonal conflicts (45 percent), and
intellectual ability (32 percent).”
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3. Orientation Framework for New Supervisors

3.1 Guiding the Transition
3.2 Assisting with Structured Frameworks

3.3 Clarifying Conceptual Difficulties

SAL
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There are many formal programs for preparing fledgling supervisors to adjust to their new position, both pre-
supervisory training and basic supervision courses intended for newly promoted supervisors. There are also
programs that provide new supervisors with an orderly, structured introduction to their responsibilities and
environment, as illustrated by the model program in Chapter 10 (see the section headed "Program
Configuration by Levels of Experience"). Actually, much more should be done for the new supervisor. The
transition stage from a non-supervisory position to one with genuine managerial responsibilities can be
damagingly traumatic. Special attention should be given to this transition, quite aside from the formally planned
and conducted training program.

3.1 Guiding the Transition

The sudden shift in relationships and environment brings about a culture shock for many new supervisors. For a
major portion of their working lives, they have had a purely bottom-upward view. of the organization. Their
initiative has been limited, and the impetus and direction for action have come from above. The main job
concern was to look out for one's self and to take charge of one's own work. Now, quite suddenly, the new
supervisor must acquire a radically different viewpoint.

3.1.1 Dealing with Ambiguity

New supervisors are now in a position to push rather than be pushed, and they must concern themselves not
only with their own work but also with that of several other people. On the other hand, confusingly enough, they
must still maintain a bottom-upward view of the management organization that continues to tower above them.
It is not surprising that individuals who are troubled by ambiguity have difficulty accommodating themselves to
this new role. Accordingly, they will benefit greatly from-the guidance that often only a trained professional
human resources person can provide. And in turn, they will become avid supporters of the formal training that
follows.

Execulivedevel manages
Middle level manager
FArsi-line supervisors
Skilled worker
Semiskilled worker
Unskilled worker
Employee Progression

Figure 3.1 Transition In Point Of View And Environment (Source: Reprinted with permission from Lester R.
Bittel, What Every Supervisor Should Know, 5th ed. (New York: McGraw-Hill Book Company, 1984))

This crossover, or step-upward, dilemma can be portrayed in two ways. Figure 5-1 emphasizes the "step-
upward" aspect, where one leaves behind his or her long-time associates and the easygoing ways of the rank
and file. New supervisors then move into a stratum that is, at first, seemingly unfriendly and more formal. A
second view of this critical stage of development is more complex. Here, the transition to supervisor implies an
ambiguous change of function and technical role. The supervisor retains a portion of the operative role while
attaining only a portion of the managerial role. Either way, new supervisors can by expected to flounder until
they fully determine what their roles will be in their particular organization and adjust accordingly.
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The work environment at the supervisory level is often significantly different from that at the operating level. The
trappings and status of office may be slight, but they do have their effect-a shirt and tie rather than a T-shirt; a
desk and telephone, or an office, rather than a group work area; lunch in the cafeteria rather than from a brown
bag. The more dramatic environmental changes, however, will come from concepts, not objects-costs, budgets,
variances, overhead, inventory levels, backorders, authority, motivation, conflict, and the like. Work that used to
have a narrow, clear-cut focus on a particular machine, product, or service may now involve broad and complex
new concerns.

3.1.2 A Broader Environment

There is also a shift in the degree of emphasis given technical, human, and administrative matters, as shown in
figure 5-2. The reduced reliance on technical proficiency for power and influence makes itself felt.

During this brief, but critical, period of stress, training professionals can help newly appointed supervisors by:
1. Reassuring them that the initial difficulties they are experiencing are not unusual.

2. Making informal counseling sessions readily available; the need for this will diminish rapidly as
adjustments are made.

3. Directing them to specialized sources of information and support, such as the information systems,
industrial engineering, production and inventory control, and purchasing department staffs.

4. Guiding them toward short-range goals that wilt build their confidence when mastered, such as
accomplishing a certain task or solving a particular problem "by the end of the month"-selecting only
one or two targets at a time rather than trying to absorb and accomplish everything immediately.

5. Helping to gain acceptance for them by the other members of the management group. As with
everyone else, supervisors' morale is lifted when they know that they are accepted and recognized as
part of their new group-in this case, the real management group. The satisfaction that results from such
relationships has a direct and dynamic effect on new supervisors. Higherlevel managers can offer such
personal incentives as a friendly manner, formal and informal commendations, or special assignments
to build sound relationships with their subordinates. Inclusion of new supervisors in staff meetings with
an opportunity to participate is a sound method for expanding their grasp of management problems and
possible solutions. Many organizations write a carefully worded letter to new supervisors welcoming
them into the management group. All such activities will stimulate personal growth and a sense of
responsibility in new supervisors.

3.2 Assisting With Structured Frameworks

Stress is often most quickly relieved by hard physical work. New supervisors tend to be concerned at first with
the mental and psychological aspects of their jobs rather than the physical ones. Yet mental and social
accomplishments are hard to recognize and measure. The attainment of physical goals, however, is more
readily observed and acknowledged. For example, it is easy ier to measure a supervisor's performance by
counting the day's output of products made or client services rendered than by determining whether an
interpersonal problem between two employees has been resolved. Accordingly, during the orientation period for
new supervisors, a couple of straightforward pen-and-pencil devices can be offered that will enable them to
assess the physical dimensions of their operations. After the first few weeks, these devices may diminish in
usefulness and may not be necessary, but they can be invaluable-in the beginning.
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The newcomer's first few days as a supervisor may be bewildering, An unspoken question in the supervisor's
mind is often, "What do | do besides sharpen pencils and walk around looking important?" The philosophical
answer is that the job will come to him or her. Problems will arise with alarming frequency. There will be little
time for incidental chores or meaningless strutting. The "kitchen" will become quite hot, and if the supervisor
stays in it for very long, he or she will soon learn how to get the meals out. Nevertheless, it does help for the
new supervisor to prepare at the start a specific, procedural answer to the question "What do | do?" The box on
the facing page provides a list of a number of typical steps to be performed each day. They are arranged
roughly in sequence, with an estimate of the time to be allotted to each cluster of activities. The example given
here is for a production supervisor. It can easily be modified to fit the tasks of a clerical, service, retailing,
shipping, payroll, or any other kind of supervisor.

3.2.1 Planning the Long Day's Journey

3.2.2 Mapping the department's territory

Another rather easy way to focus the attention of new supervisors on tangibles is to have them compile a data
sheet like those in the box on page 65, listing the essential operating information about their new department.
As the salesman in the show The Music Man advised the newcomer, "You've got to know the territory.” When
newly appointed supervisors map their operations, they've made measurable progress in understanding an
important aspect of their work-its physical dimension and scope.

3.2.3 Clarifying Conceptual Difficulties

A clear grasp of the full responsibilities associated with a new job and a reliable knowledge of the limits of one's
authority are usually slow in coming. So, too, is an awareness of relevant policies and practices, which affects
the supervisor's confidence in taking action, issuing directions, and responding to requests. Uncertainties about
one's responsibility and authority, as well as about policy matters, add to stress and may cause tentative
planning, directing, and decision making. When it comes to allotting a new supervisor's time, attention, and
energies, the checklists presented in the next two subsections provide guidelines that may help to simplify and
clarify these issues.
Daily Sequence of Work Activities for a Production Supervisor
Do before the Shift Begins (15-30 Minutes)

= Check production schedule and/or work orders for the day.

= Check equipment to be used.
= Check supply of materials for the day.

= Check tools needed for the day.
= Line up equipment, materials, and tools for the day.

= Line up firm work schedule for the day.
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Do at Beginning of the Shift (15-30 Minutes)
= Check attendance and assign employees to work stations.

= If necessary because of absences, balance the work force by rearranging assignments or by securing
additional help from other departments.

= Assign production and/or work orders.
= Stress critical quality areas to watch.
=  Specify when the work should be completed.
Do during Each Day (6-7 Hours)
= Check workmanship with each employee. Approve, correct, instruct, or train as needed.

= Check work progress with each employee. Add help, allow more time, or assign'.-additional work as
appropriate.

= Check on-housekeeping. See that it is satisfactory at all times. Good work cannot be done in an untidy
place.

= Check back when production or quality appears unsatisfactory, especially with new employees.

= Stay on the floor supervising and/or available for questions, assistance, and instruction most of the
time.

= Be on the floor immediately before and after breaks and for a full 15 minutes before quitting time.

= Inspect critical quality areas as work progresses. Correct problems as soon as they are detected.

= Perform final inspection of parts, sub-assemblies, and so on, before they move to next department.

= Report recurring quality problems.

=  Check periodically to see that materials and supplies are on hand.

= Check periodically to see that tools and equipment are in proper operating condition.

= Report materials shortages or recurring defects.

= Report and/or request maintenance, repair, or replacement of defective tools or equipment.

= Check for accident hazards. Be sure employees are following safe practices and wearing proper

protective clothing and equipment.

= Prepare time cards, work-distribution sheets, work orders, material distributions, and other routine
reports.

Do Once a Day (15-30 Minutes)
= Observe one employee or work station continuously for 15 minutes. Look for time wasted, dull or
improper tools, need for work-positioning jigs and fixtures, interferences, delays and bottlenecks, and

expenditure of excessive time™ to get parts and materials. Try to find ways to cut costs or make.
improvements in any of these.
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= Make a list of unsolved problems that came up during the uay. Consider ways to handle them.

= Think about jobs that have to be done the following day: (a) check production and/or work orders; (b)
check materials; (c) check tools.

= Complete all paperwork. Avoid holding any paperwork for the following day.

= Make a list of jobs that must be done the next day. Take it home with you and read it before coming to
work.

3.2.4 Tasks and Constraints

Just as a training professional may have difficulty in defining the tasks and competencies of the" supervisors in
a particular organization, so also will the new supervisor. The job's responsibilities may seem clear enough at
first. Yet it will take only a very short time for the newcomer to learn of the constraints that limit his or her action.
To provide a degree of relief from this initial uncertainty, it helps a new supervisor to complete the checklist. It
lists many of the specific tasks and responsibilities commonly associated with supervisory competencies. It also
provides a set of columns for verifying the supervisor's authority, where appropriate. An uncompleted checklist
can be given to the new supervisor as an open-ended guide to what to look for. Or it can be presented to the
new supervisor with the blanks completed in advance, by the supervisor's immediate superior.

Table 3.1 Sample Departmental Operations Data Sheets

Sample Departmental Operations Data Sheets

EXAMPLE A EXAMPLE B

Clerical Processes Department Production Processes Department
Overall department size sq.. ft. Overall department size sq.. ft.
No. of desks/work stations Overhead height ft.
No. of minicomputers Storage area cu. ft.
o Make/model No. of overhead cranes

e Capacity rating e Capacity tons
No. of personal computers No. of work stations

o Make/model No. of type A machines

e Capacity rating e Make/model

¢ No. of modems e Capacity rating

No. of word processors No. of type B machines

¢ Make/model e Make/model

e Capacity rating e Capacity rating

No. of copy machines No. of type C machines

o Make/model e Make/model
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e Capacity rating

e Capacity rating

No. of telephones

No. of computerized work

stations

e Names/extension
numbers

e Process controlled

Mainframe Connection

No. of powered trucks

e Access times

e Make/model

e Entry passwords

e Capacity

No. of work benches

No. of employees

e Size

Skill class salary/wk. Lighting levels
Skill class salary/wk No. of power outlets
Skill class salary/wk e 110 volts

e 220 volts

e 240 volts

No. of employees

Skill class. wage/hr.
Skill class. wage/hr.
Skill class. wage/hr.

Responsibility/Authority Limits Checklist for Newly Appointed Supervisors
Class 1: Complete authority. Supervisors can take action without consulting their superior or staff departments.

Class 2: Limited authority. Supervisors can take action they feel is appropriate so long as their superior is
advised of the action afterward.

Class 3: No immediate authority. Supervisors can take no action until they have checked first with their superior
or appropriate staff department.
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CLASS OF

AUTHORITY (IF

Don'’t APPLICABLE)

Yes No Know 1 2 3

Do you feel it is your responsibility to

A. Select and train employees?

1. Request that additional employees be hired as
needed?

2. Approve new employees assigned to you?

3. Explain benefit plans to employees?

4. Tell employees about upgrading and pay ranges?

5. Make sure employees know rules of conduct and
safety regulations?

6. Train an understudy?

7. Hold regular safety meetings?

B. Make work assignments and maintain
discipline?

8. Prepare employee work schedules?

9. Assign specific duties to workers?

10. Assign responsibilities to assistants or group
leaders?

11. Delegate authority?

12. Discipline employees?

13. Discharge employees?

14. Specify the kind and number of employees to do a
job?

15. Determine the amount of work to be done by each
employee in your group?

16. Authorize overtime?

17. Enforce safety rules?

18. Transfer employees within your department?

C. Handle employee problems involving
provisions of the union contract?

19. Interpret the union contract?

20. Process grievances with shop stewards?

21. Prepare vacation schedules?

22. Recommend changes in the contract?

23. Lay off employees for lack of work?

24. Grant leaves of absence?

D. Understand and administer pay and incentive
systems?
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25. Explain to employees how their pay is calculated?

26. Determine allowances for faulty material or
interruptions?

27. Approve piece rates or standards before they
become effective?

28. Answer employees' questions regarding time
studies or allowances?

E. Make these operating decisions?

29. Start jobs in process?

30. Stop jobs in process?

31. Authorize setup changes?

32. Approve material substitutions?

33. Requisition supplies to keep your department
running?

34. Determine whether material should be scrapped
or reworked?

36. Take unsafe tools out of service?

37. Correct unsafe working conditions?

F. Tie in with other departments?

38. Know how an order flows through the company
from start to finish?

39. Understand what the staff departments do?
Understand your relationship to them?

40. Authorize maintenance and repair jobs?

41. Requisition tools?

42. Investigate accidents?

G. Be concerned with the way the job gets done?

43. Make suggestions for improvements in operating
procedures in your department?

44. Recommend changes in department layout?

45. Suggest material-handling methods to be used in
your department?

46. Discuss with staff members the operating
problems caused by proposed design changes?

H. Consider how much things cost?

47. Cut down on waste of materials and supplies?

48. Keep adequate production records for checking
output per machine and per worker-hour?

49. Participate in setting up your departmental
budget?

50. Investigate potentially unwarranted charges
against your budget?
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3.2.5 Policies and Practices

Knowledge of policies and practices is harder for the new supervisor to come by. Large, mature organizations
typically have policy and procedure manuals to cover just about everything. It would be unrealistic, however, to
assume that the supervisor will assimilate that information immediately or comprehend its implications
overnight. In smaller, less formal organizations, policy may be more a matter of established practices than
stated principles. Knowledge of policy in such organizations may reside mainly in the minds of experienced
supervisors or in the know-how of various staff departments. The distinction between policies and procedures
versus rules and regulations is also a difficult one for a new supervisor to make. For all these reasons, new
supervisors in large or small, formal or informal companies will benefit from an early, systematic exploration of
established practices. It is left open-ended because it serves mainly as a guide to awareness rather than as a
detailed reference.
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Typical course content for supervisory training can be inferred by examining established competencies and
needs-analysis inventory lists. Beyond the nominal subject matter, however, it is important for the training
coordinator to determine beforehand the exact focus and general context of each course or topic. Specifically,
almost any subject or course may be approached with an objective of conveying knowledge, imparting or
improving skills, or reinforcing or shaping attitudes. Many subjects, of course, lend themselves readily to these
categories; but the larger context of learning should not be overlooked, since it will have a significant impact
upon the effectiveness of course material and subsequent evaluation of the training by participants and their
sponsors.

4.1 Course Design

The more complete the rationale, objectives, content, and instructional plan, the greater the chances, for
successful course implementation and effective transfer of skills to the supervisory participants. Each course
should have an underlying educational rationale, a demonstrable purpose of changing or improving supervisory
performance-in terms of either a particular skill, such as computer procedures, or a broad functional area, such
as human relations. There is a temptation to offer some courses simply because they are popular. This practice
should be avoided unless there is a strong conviction that the course is needed to demonstrate the
organization's awareness of current trends. In every case, however, the underlying rationale should be clearly
spelled out, not necessarily for the participants but surely for those who sponsor and/or conduct the course.

It should go without saying that course objectives-clearly stated in terms of expected knowledge, skills, or
performance improvement-are an absolute necessity. If a course is performance-oriented, then these objectives
should be phrased in terms of what a supervisor will be able to do upon completion of the course. For example,
if the course were on how to handle a performance review, one of its objectives might be stated like this: "Be
able to conduct a face-to-face performance interview in such a manner that the discussion focuses on factual
conditions of the employee's performance and on what the employee must do to bring performance up to
standard."

The instructional plan should be as detailed as possible, specifying content, methods and sequence of
instruction, time schedules, visual aids, handouts, procedures for follow-up, and so on. The box on the facing
page shows an instructional plan for a course (job instruction training) to be presented in three units of two to
three-hour sessions with an expected enrollment of from fifteen to twenty.

4.1.1 Course-Design Components

While preparation of a truly thorough course design may seem like too large a task to attempt as a preliminary
to instruction, the greater the number of elements the training professional can consider in the design, the
smoother and more fault-free will be the ultimate implementation. A comprehensive design allows the course to
be conducted by a greater variety of instructors, ranging from those on the corporate training staff, to line or
staff people in the organization, to contract instructors from local colleges and universities or consulting firms.
Consequently, it is strongly recommended that a comprehensive design be prepared in writing and that it
contain as many of the elements listed below as possible:

1. Synopsis. A brief, narrative overview of the nature and scope of the course and its major objective.

2. Target participants. A description of the appropriate audience, in terms of the knowledge and
experience they should bring with them; specifically:

a. Absolute prerequisites, such as supervisory or management status; length of time in specified
positions; and where essential, successful completion of a particular preparatory course.

b. Preferred prerequisites, such as knowledge of algebra before enrolling in a statistics or

guantitative methods course, or knowledge of grammar and spelling prior to taking a course in
improving writing skills.
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c. Precourse preparation, such as identifying a relevant and specific problem area on the
participant's job or gathering enough data about the work situation to enable working on a
particular project during the seminar.

3. Assumptions. A description of the typical capabilities and aptitudes of the expected participants
relevant to the course.

4. Objectives. The specific instructional objectives of the course should not be merely to impart
knowledge but also to change behavior or improve performance. Phrase the objectives as active
statements, describing what the participants will know or be able to do in a work situation following the
course. For example, "After completing the course, participants will be able to discipline employees
more constructively, reduce employee absences by more empathetic counseling, suggest effective
ways for improving paperwork flow." Objectives should be developed along three basic lines:

a. Cognition-knowledge or comprehension
b. Performance, in--terms of basic application
c. Performance, in terms of analysis and interpretation

5. Key concepts. Precise statements of major principles or practice guidelines that will be emphasized in
the course. A maximum of six for a one-day course or ten for a two-day course is recommended.

6. Key terms. Precise definitions of terms ~that participants must understand and be able to use in order
to fulfill performance objectives.

7. Outline of subject matter and recommended time allotments, including:
a. Introduction and overview that call attention to unique aspects of the course.

b. Preparation or selection of a precourse (or entry) instrument to assess participants' knowledge
of the subject (for the instructor's guidance only).

c. Suggestions for timing in the use of visual aids, case studies, role-play, feedback sessions, and
so on.

d. Suggestions for preparation of a "take-home-action plan" assignment for participants.

e. Preparation or selection of an instrument to assess participants’ comprehension upon
completion of the course (to be compared by the instructor with the precourse assessment).

8. Preferred methods of instruction. Recommendations regarding the. selective and proportional use of
lecture, discussion, buzz sessions, case study, role-play, behavioral-modeling sessions, problem
solving, participant reports, feedback sessions, project exercises, interactive exercises, or other training
techniques.

9. Suggested visual aids and instructional materials. ldentification and sources, including:

a. Films and filmstrips
b. Case studies
c. Cassettes

d. Transparency masters

e. Charts, posters, displays, and so on

86



Supervisory Skills Development

SAL—

f.  Simulations and games

g. Three-dimensional models, devices, and the like
10. Facilities and equipment, including:

a. a. Preferred location (on- or off-site)

b. Optimum room size

c. c. Preferred seating facilities

d. Equipment, such as VCRs, computer modems and video display terminals, and audiovisual
recording and projection equipment

11. Bibliography, references, and suggested readings.

Instructional Plan for a Course in Job Instruction Training
Unit 1: Preparation and Planning - 120 minutes

Introduction to Unit 1

1. Opening the unit; welcome address; getting acquainted; overview of course and objectives of first unit.

2. Introduction of guest speaker.

Method of presentation

The first portion of this unit is presented as a lecture, preferably given by a top executive within the activity.

Buzz groups are formed after the lecture to discuss key points presented by the speaker. Following group

discussion of the subject, the group develops techniques to be used in planning to meet training heeds by

means of a training timetable and the task analysis. The main divisions of this unit are:

1. The importance of training (lecture).

2. Doctrine with regard to training in government in general and in the Department of the Army specifically
(lecture).

3. Objectives of skills training (lecture).

4. The training cycle (lecture).

5. Determining training needs (lecture).

6. Reports by buzz groups.

7. Planning to meet training needs (lecture and group discussion).

— Training timetable.

— The task analysis.

— Summary by course leader.
— Assignment for next unit.
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Unit 2: Teaching - 160 minutes

1.

2.

Discussion and critique of the task analysis (conference and demonstration).

The supervisor as an instructor-training methods. (Film: Accent on Learning, MF 21-8424-30 minutes
for film viewing and discussion.)

— How people learn.
— Selecting a method.

The "four-step method" of skills instruction (discussion, demonstration, role-playing, and group critique).
(Film: Instructing the New Worker on the Job, MF 61-7765-14 minutes.)

Summary by course leader. (Film: The Follow Through, MF 61-9045a-8 minutes.)

Assignment for next unit.

Model of a Certificate in Professional Development Course Outline

Course No. 101: The Nature of Supervisory Work 1 day

1. Course synopsis

An introductory course for recently appointed supervisors and all other supervisors who wish to acquire a basic
understanding of the nature and scope of the supervisory management position and its responsibilities so as to
better prepare themselves for developing the specific knowledge,. attitudes, and skills needed to make their
efforts productive.

2. Target participants

a.

Absolute requirements. Individuals must be currently employed as supervisors in state or local
government, with less than five year's experience at the management level.

Preferred requirements. No other prerequisites, except that individuals not currently employed as
supervisors must have attended a Human Relations in Business seminar.

Procures preparation. Participants are to prepare a table of the resources they manage, to include:
— facilities, equipment, and machinery-and an estimate of their replacement costs;

— utilities and/or energy expenses per year;

— materials and supplies typically on hand, as well as their amount and cost;

— total monthly or annual budget for their operations;

— kinds of instruction or procedures manuals, directives, and so on they are guided by; and

— number and titles of people working for them and total payroll cost.
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3. Assumptions about participants

Even experienced supervisors rarely think about the basic nature or purpose of their responsibilities and their
work. Nor do they give systematic thought to the specific performance required of them. Moreover, they tend to
believe that the power needed to attain departmental objectives is derived more from status and organizational
authority than from their own empathy for others.

4. Course objectives

Overall; to comprehend the nature and scope of the supervisory management job and the demands it places
upon those who hold that 1 position, in order that course participants may better prepare themselves to accept
the irresponsibilities more knowledgeably and discharge them more effectively.

Specifically, participants who complete this course can be expected to:

a. More fully comprehend and accept a managerial point of view that entails a responsibility for results that
are accomplished mainly through the efforts of others.

b. Be able to make an informed assessment of the specific performance expected of them in their current
supervisory assignments.

c. Sense the degree of personal empathy and interpersonal skills needed by their employees, peers, and
other's in order to attain productive results from a work situation.

d. Make a judgment as to which knowledge, attitudes, and skills they must develop in the future in order to
provide an effective balance between their various technical, human relations, and administrative roles.

5. Key terms

employee work

supervisor goals (personal and organizational)

manager interpersonal relationships management empathy
results productive and counterproductive

6. Key concepts

a. Management requires the ability on the part of supervisors to accept responsibility for the attainment of
organizational goals, which are reached largely through the efforts of the employees assigned to them.
To be successful at their work, supervisors must be willing to subordinate their own interests and goals
and learn to work harmoniously and effectively with individuals and groups.

b. In order for supervisors' performance to be judged as proficient, they must know what their superiors
expect from them in terms of managing the basic resources assigned to them and precisely what is
expected in the way of measurable results from their operations, especially output or productivity,
quality and craftsmanship, and cost or expense controls.

c. Different people respond differently to the demands of the work situation because they have different
capabilities, preparation, interests, and goals. As a consequence, supervisors must lay the groundwork
for harmonious and productive interpersonal relationships by developing an empathy with (or sensitivity
to) the unique feelings and behaviors of others.

d. Supervisory work requires that an individual perform three kinds of managerial roles: technical, human
relations, and administrative.

Looking toward their futures, supervisors should, as early as possible, determine which specific kinds of
knowledge, attitudes, and skills they must develop in order to carry on these roles productively.
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7. Course outline and timetable
Introductions and overview Y2 hour

Review objectives, emphasizing the importance of
a. grasping the concept of management-mindedness,

b. bearing up under the pressure to obtain results through the work of others, and
c. understanding the breadth of the supervisor's job functions and responsibilities as well as,

d. how essential empathy, is for results and

e. the ever-present need to balance a number of managerial roles.
Pre-course Assessment
Il. Objective 1: Crossing over to management1 % hours

a. What management is in terms of general objectives and basic process, rather than discussing the
various functions.

b. Supervisors' position in the management structure; various views, such as middle person, keystone,
link-pin, and so on.

c. Legal aspects of the supervisory position.

d. Relationships and responsibilities toward others in the organization (higher-level managers, peers, and
employees) as well as toward the general public.

e. Typical crossing-over problems.
CASE STUDY illustrating crossing-over difficulties; emphasis upon how to handle each situation.
FILM (optional) illustrating the nature and scope of supervisory management.
lll. Objective 2: Performance requirements 1% hours

a. Explanation of simplified management process, especially the responsibility for converting
organizational resources into valuable results.

b. Resource management and care-facilities and equipment, energy and utilities, materials and supplies,
finances, information, and people.

c. Attainment of results-output and productivity, quality of service and craftsmanship, expense and waste
control.

TAKE-HOME PROJECT. Suggestion: Participants are to find out exactly what their performance requirements
are in each of the resource-management and result areas, and how they will be judged by their superiors.
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IV. Objective 3 The need for empathy 1% hours
a. What work is.
b. How people feel about and react to their work.
c. The nature of individual goals.
d. The nature of organizational goals.

e. CASE STUDY llustrating conflict between individual and organizational goals and the supervisor's role
in resolving such conflicts.

f.  What empathy is; why is it important and how to develop it.

CASE STUDY illustrating conflict between individual and organizational goals and the supervisor’s role
in resolving such conflicts.

a. What empathy is; why is it important and how to develop it.

FILM (optional) illustrating supervisors' human relations responsibilities.
V. FEEDBACK SESSION Y2 hour
Suggestion: Break participants into buzz groups--one group to summarize five important problems of crossing
over, a second groups to list typical resources available to supervisors at their job sites, a third group to come
up with six ways in which supervisors can turn resources into the three key results, and a fourth group to list ten
ways in which employees, might aid or block attainment of operational goals.
VI. Objective 4: Balancing supervisory roles % hour

a. The concept of responsibilities, duties, functions, and activities as managerial roles.

b. Technical roles.

c. Human relations roles.

d. Administrative roles.

Suggestion: Ask the group to furnish ideas for a listing of activities that occur in each role.

e. Need for balance and for acquiring proficiency in each role.

EXERCISE. Suggestion: Participants are to prepare a list of at least ten activities required of them in each role;
then make a list' of five knowledge, attitude, or skill areas they wish to acquire or develop in the future.

VII. Course summary ¥ hour

Repeat objectives, related terminology, and key concepts, recalling for each concept at least one observation or
conclusion that the group has developed. Remind participants of their commitment to, the take-home action
plan and the way in which they should fulfill that commitment to their best advantage.
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8. Preferred methods of instruction

Instructors should be prepared to make a major informational input into this course; thus, lecture and induced
discussion will prevail, especially in objectives 1, 2, and 4. Objective 1, which requires self-examination, will
profit from a behavioral-modeling approach, case study, and/ or role-play. Objective 3, which requires
perception about the nature of empathy, will benefit greatly from case study, role-play, or sensitivity experience.

9. Facilities and equipment

a. Either on- or off-site.

b. Quiet conference room with space for projection equipment, chart boards, and a coffee table.

c. Comfortable seating for from fifteen to twenty supervisors around a single table.

d. Movie screen and projector, two easels and chart boards, one overhead projector.
Commonly Offered Courses
Typical supervisory-training courses mirror designated supervisory competencies and assessed training needs,
as they should. This list was compiled by the International Labor Office (ILO) and includes nearly all the
perennial subjects. Most comprehensive supervisory-training courses are selected from lists like this and from
whatever needs areas are currently highlighted in the field.
THE ILO MODULAR CONCEPT
ILO envisioned the thirty-five courses in its list as modules that could be put together in sequences or clusters

according to the needs and objectives of a particular organization. Module design was premised upon allocating
program time to the various training methods in the following proportions:

Training Methods Percentage Of Time
Lecturing 10-20

Films, group discussion, role-play - 35-45

Case studies, projects, problems 25-35
Homework, self-development 10-20

Comprehensive Lang of Basic Supervision
Courses: A Basic Modular Program for Supervisory Training

Course nos. Course titles

|. Supervision

1 The Organization and the Supervisor
2 Principles of Supervision

I. Supervisory Techniques

Planning, and Scheduling

Work Study and Organization
Directing and Coordinating Work
Controlling Work

Quality Control

Finance and Cost Control

© 00 N oo o b~ W

Decision Making and Problem Solving
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10

11
12

[ll. The Main Supervisory Areas

13
14
15
16
17
18
19
20
V.
21
22
23
24
25
26
27
28
29

30

31
32
33
34
35

Supervising People

Role Analysis
Introducing Changes
Communications and Records

Utilization of Equipment and Facilities
Maintenance Supervision

Material Handling

Energy Utilities and Auxiliary Services
Management of Time

Office Supervision

Purchasing

Marketing

Leadership

Informal Organizations and Groups
Individual and Group Discussions
Staffing

Motivating Workers

Job Evaluation

Performance Appraisal

Salary Administration

Training and Development

Interpersonal Relations and Behavior
Supervision

Industrial Relations

Safety, Health, Security
Maintaining Discipline and Morale
Complaints and Grievances
Supervising Special Groups

in

Each ILO module consists of five essential parts:

Within each part of the module, there is always a set of learning objectives for that part and a variety of self-
administered progress-review questions. These questions are mostly objective in nature, although some are

1. Overall learning objectives and table of contents

2. Basic overview of the subject or function, including key definitions, its importance to supervisors, and

the supervisors' role and duties

3. Methods and techniques used to implement, or master, the function

4. Action exercises and case-study application

5. Summary

open-ended and require discussion.

Module content emphasizes what to do and how to do it. Module design strives for the most effective balance
between theory and practical application, depending on the nature of the subject matter.




Supervisory Skills Development

SAL—

4.1.2 Side-By-Side Format Design

A unique aspect of the ILO module design is that for each page of learner instruction, there is a corresponding
page of guidance for the trainer. The right-hand page of the module is designed for the supervisor; the left-hand
page provides guidance for the trainer. Comments and answers for problems, tests, and cases are presented in
the same side-by-side fashion.

This format enables trainers to use the modules three ways:

1. Trainer provides supervisors with guided instruction, based on the left hand-pages; supervisors use the
right-hand pages as a resource text and for class and homework assignments.

2. Supervisors use the right-hand pages as a self-study manual, pacing their own work, checking their
own progress; the trainer's role is mainly that of a resource person.

3. Some combination of approach 1 and approach 2. The trainer might choose to follow approach 2 for
more complex material so that each trainee may progress at his or her own best learning rate. Or the
trainer might choose to do just the reverse: self-study for the simpler material and guided instruction for
the more complex material. The choice would depend, of course, on the trainer, the supervisors, the
subject matter, and organizational and environmental factors.

Detailed instructional modules are available from the International Labor Office in Washington, D.C.

The Conference Board once surveyed large corporations engaged in extensive supervisory training to identify
commonly offered subjects. The results are illuminating (see below), even though the data are nhow somewhat
outdated.

Number of companies offering a particular
Kind of supervisory training

128 Leadership, human relations, behavior, motivation

114 Course Design, Content, and Selection

62 Management theory, process 47 Company policies 42 Labor relations
41 Company organization

41 Problem solving and decision making 28 Safety, OSHA

27 Company paperwork 25 EEO

10 Goal setting and MBO

10 Work simplification

6 Economics (how America's business system operates)'

4.1.3 Classification by Course Level

The most common classification of course material has been according to level of experience of the-
participants rather than according to course topic. Course content, emphasis, and technique may vary, but the
great majority of supervisory topics might be taught at any level of experience, as suggested by the ILO list
shown earlier.

Many in-service programs and a great many institutional supervisory training programs are classified, in terms
of their target audience, as

1. presupervisory,

2. for entering supervisors, with one to five years experience, or
3. for experienced supervisors, with more than five years experience.
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4.2 Course Content

4.2.1 Basic Supervision Courses

A great many organizations-ranging from manufacturing companies to banks and hospitals, from professional
management associations to community colleges and university management development centers, and from
the military to state governments--choose to present certain courses only, or principally, to entering or relatively
inexperienced supervisors. Typical course descriptions in this category include:

e Nature of supervisory work. Management-mindedness; people as implementers; responsibility for
others; self-awareness; sensitivity assessment; balancing work and people concerns.

e Managing the supervisory job. Planning, goals, and schedules; organizing/ distributing work and
accountability; assignment and instruction; control, correction, and improvement; the need for problem
solving and decision making.

Level 0 16 Hours

2 required courses

Level 1 80+ Hours Level Il 80+ Hours Level I1I 80+ Hours
5 core courses 4 core courses 3 core courses
1 PPC review 1 PPC review
1 from required skills Class A 1 from required skills Class C 1 from required skills Class D
1 from required skills Class B
1 elective 2 elective 3elective
1 honors option 1 honors option 1 honors option

CPC = Certificate of Professional Development offered to public-administration supervisors
PPC = Personnel Policies and Practices of the Commonwealth
Required Skills: Class A = Organization development

Class B = Information management

Class C = Planning and productivity

Class D = Public-service management

Figure 4.1 Synopsis of CPD curricula Structure.
e Understanding human behavior at work. Human behavior and motivation; interpersonal relations-with
individuals and with groups; attitudes and morale; goal conflicts between individual and organization.

¢ Helping employees to meet organization standards and goals. Leadership; authority and responsibility;
communications-organizational and interpersonal; induction, orientation, and training.

e Preventing and resolving counterproductive situations. Coping with. change and conflict; grievances;
performance deficiencies-absenteeism, alcoholism, and drug abuse; discipline and counseling.

o Employee training. Learning process; four-step method; job breakdowns; key points.
4.2.2 Selected Examples of Programs in Basic Supervision

The professional trainer can perhaps get a firmer grasp of course content by reviewing the courses offered in a
number of successful, long-standing supervisory development programs, as illustrated by the following
examples.
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Civilian Personnel of the Department of the Army.
Each course consists of three sessions of from two to three hours each:
1. Role of supervisor
2. Selection and utilization of personnel
3. Job instruction training
4. Position and pay management
5. Performance appraisal
6. Communications
7. Discipline
8. Health and sick leave
9. Safety
10. Career management
11. Grievances
12. Relationship with unions
13. EEO
Open-Enrollment Program of the American Management Association.
This program is targeted "for men and women with less than two years' experience in a supervisory position." It
runs for three days and is valued at 2.2 Continuing Education Units (CEUSs). Topics include:
= How to establish yourself as a supervisor; the difference between the worker and the manager.
= How to get your ideas across clearly and forcefully,

= .Planning, organizing, delegating, follow-through, control, goal setting, time management.

= How to develop the "results-oriented" employee: coaching, the job instruction training method,
evaluating and improving the individual's performance, employee counseling.

= Decision making and problem solving.
= How to build team spirit and assure good employee relations: knowing your staff as individuals, dealing
with grievances and discipline problems supervising the union/nonunion employee, motivational

techniques that work.

= Your legal responsibilities as a supervisor; how to protect yourself and your company: EEO and
affirmative action; protected groups; attitudes and resistance-from the work force/from the organization.

= How to establish high productivity in your department: coordination of group efforts, technical versus
managerial skills, differences between coordination and cooperation.

= How you can assure continued promotability for yourself: how to make your good ideas known to

management-and be sure you get credit for them; ways to respond when you're asked for suggestions
on solving management problems; how to adapt successful management strategies to your own needs.
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Courses run two hours e