Ssupervisors and the Organizational Pyramid

S“Pewisnrs are essential to any organization that depends on people to
achieve success. Chapter 1 introduced the field of management and
the organizational pyramid. This chapter focuses on supervisory roles
and responsibilities. In every organization, at least one person must take
the role of supervisor, Most organizations have many supervisors. It is
important to understand how the supervisor fits into the organizational
pyramid and what skills a successful supervisor needs.

Supervisors and the Organizational Pyramid

-

You learned in Chapter 1 that management is the process of leading and
working with people to accomplish organizational goals and objectives us-
ing available resources efficiently and effectively. Supervisors are an integral
part of the management team and process. The legal definition of supervisor
is any individual having authority, in the interest of the employer,
to hire, transfer, suspend, lay off, recall, promote, discharge, assign,

Supervisors are an integral reward, or discipline other employees, or responsibly to direct
part of the management team them, or to adjust their grievances, or effectively to recommend such
and process. action, if in connection with the foregoing the exercise of such au-

supervisor

an individual who typically has the
authority to hire, direct, promote,
discharge, assign, reward, or
discipline other employees

thority is not of a merely routine or clerical nature, but requires the
use of independent judgment.’

[n the workplace, it is common to hear the words manager and supervi-
sor used interchangeably. Supervisors are typically considered part of first-
line management, Figure 1.1 on page 8 shows nonmanagerial employees
at the base of the organizational pyramid and first-line management in the
tier above. However, it should be noted that generally managers at all lev-
els have some supervisory responsibilities.

The following list contains typical job titles for first-line managers. Many
more could be added as titles vary widely from one organization to another.

s Office manager First-line supervisor (or

» Administrative manager manager)
= Unit manager » Shift manager or supanrisur
« Branch manager » Team leader

» Project manager

Department supervisor

First-line managerial positions often include a wide range of responsi-
bilities, such as the following:

= Operational planning (one week to one year)
= Meeting production goals/quotas
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Coac . who quides mployoes with Instruction. Fiw.nnr__._aa
M:ﬂ“nhmﬂhnuﬁ m:.anz.._w BUPATVIsors coach their employses. Loaching

; focus on their “high-payoff
e sy i mu._um_uﬁ.wmn.nﬁw. allowing them Lo learn

activities, providing positive 000 in addition, |
calabrating sUCCEssHs. o, i
from their mistakes. E_M_Ea to spend time coaching all their

. . i supary .
Supervisors should spend time is important for m__mulaawﬂﬁ_.g: as the underachievars,

coaching all their employeas,

coach

a person who guldes employees
with Instructicn, feedback, and
EnCoUragEmEnt

controller
& jperson who measures quality
and perfofmance

smployees—the lop p

Chapter 8 offers proven coaching stratagies.

Controller : ; _

roller, a supervisor measures quality and performance. Contro
wwm_“ ”H.__:é 1o ba ._Huﬂ&:.._m or unpleasant. In fact, positive and proactive
supervisors realize their job is to focus on EE.E_:n.m quality and keeping
things headed toward organizational goals and objectives. Success :._.Eam to
be measured so deviations can be corrected. Effective supervisors involve
their employees in developing tools to assess n_.:mE..u___ ...:..:.._ performance. .H:_q
involving employees, supervisars share the responsibility for control with
their team. Ultimately, supervisors are responsible for the performance of
their units. However, involving team members makes assessing quality and
performance a much more open and positive experience. Chapter & pro-
vides technigues for evaluating performance,

Leader

A leader sets the tone for the organization, creates vision, and inzpires
others to achieve. Supervisors set the tone for their employees. This
includes everything from attitude to behavior, We have all heard the advice
“lead by example.” This is essential for supervisors because their emplovees
will look to them to establish moral and ethical values; create a positive,
pleasant work environment; communicate in a professional manner; and use
technology appropriately—all the while staying focused on organizational
goals, production standards, and customers' peeds. Chapter 4, “Leadership
Wﬂnzmﬁ_._ describes strategies, skills, styles, and qualities of successful
ArE.

Recruiter

A recruiter assists in identifying potential job candidates, screening appli-
cations, EEa&.aiEﬁ. and hiring new employees. Supervisors are involved
“: u“mwt mm_u_umps of recruitment. In 4 small business, the supervisor may
ey o - eements. In larger organizations, supervisors genaerally work

with the human resources departmen 3
I lo aceomp) 7
presents recruiting strategies and EEEmE:nuH ish these tasks, Chapter

&

_x_x..:..:.__._...____.__:

halp

acoepl additional respon:

i ddesire Bl i weark,

hesr peznple suceeed, and

Eszential Skifls far Successful Suprrvisorns

Essential Skills for Successful Supervisors
Supervisors need to be passionate about their jobs, with a strong desire to
do the work, help other people succeed, and accept additional responsibil-
ity. Individuals who apply for supervisory positions simply because they
want fo earn more monay are usually not successful. This section
provides an overview of essential skills for supervisors. Future

Supervisors u._.d__a :_.____1 chapters will place additional emphasis on many of these skills.
THIS, WiTn

Communication

iy, In Chapter 1, you learned soft skills are neaded at all levals of man-

agement. Communication skills are among the most important soft

gkills. Depending on the circumslances, supervisors may cormmu-
nicate with a variety of groups, including their employees, customers,
suppliers. managers, government agency reprasantatives, banks, labor
unions, the media, consumer advocacy groups, and the public. Every day,
supoervisors encounter opportunities to exchange information with others.
To be effective, they need to understand their audience, be clear about the
message they wish to convey, and seek feedback. The following commumni-
cation capabilities are essential:

s Listening

= [nterpreting nonverbal communication

» Articulating their point, both orally and in writing
» Projecting a positive demeanor

Communication skills for supervisors and managers are so important
that Chapter 13, “Effective Workplace Communication,” is devoted solely to
this topic.

Entrepreneurial

Thinking

Organizations move at a rapid

pace, and change is the norm
m rather than the exceplion. This

type of environment requires

supervisors to be quick on their

foet. Entrepreneurial thinkers
§ tend to stand out as supervisors.

0 Pt Cimching™ S fernicrh cam

A I A, e [

. ° Entrepreneurial thinkers are

jeation can otcur through eye contact, facial expression, gestures, - employees who have learned
?Eﬂﬁtﬁi ﬂﬁq&i%iﬂ!ﬁiﬁ* to think and act like owners of
ferent nonverbal messages. you nterpret . TR an entrepreneurial or start-up
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emotional intelligence
thee abiliy to manage feclings so

CHAFTER 1 Lifective Sugervitian: Pak

h 15 Sweteia bar Hrw Manigid

. : {he ability to build long-term EE:::uEE
on ﬂﬁ_ﬂ:._.wh:h_—.z._.._.a.m __".__u_._._.__ﬁ_..wl.m__m _u_u-_.._“_n_.“__._n .._._.._m.___..u.._m.__.ﬂ the needs of thair

af trust with others, [ust &5 g : dl s of
i : 5aVY prvisors understand the needs of their
constituents, politically Sty ' ornal and external customers.

employess, hoss, organization, and int
___________m_w this knowledge, supervisors are better ﬁaﬁm-mﬁ lo make good
dacisions, to be responsible, and to be gccountable. Effective supervisors

are diplomatic. They know how to get things done En.n__._wr suppor, nn_m_ﬁ._.
aration, and affort from others, Managers and supervisors whao are polit-
cally naive can get shorichanged. Consider this situation, for example:

You attend an important meeting in which managers will vote on a
plan to reorganize the support stafl. You make a carefully prepared speach
in suppert of the plan, only to find that other managers who oppose it got
together earlier and “decided” the outcome. You're defeated without havy-
ing the chance to make your case. [f you had acted as they did, talking to
other managers beforehand and building support, the outcome might have
bisen different.

Emotional Intelligence and Self-Awareness

Research has shown that scademic intelligance, represented by iteins such
as test scores, grades, and intelligence quotiont (1Q). is not alway: a rali-
gence q Q 3
able predictor of success in work and 1ife. Social skills play a very impor-
tant role. While others had previously studied this topic, a series of books
by _.umu__..n_..n_n_w_m__ t.&._ﬂhﬂuummn Daniel Goleman presenting his concept of
social or emotional intelligence have had a profound impact on the busi-
ness world.
~ As Goleman defines it, emotional intelligence means “managing fesl-
ings so that they are expressed appropriately and effectively, enabling peo-
ple to work together smoothly toward thelr comman goals.™* For instance,
the manager who never loses his or her cool and is known for the ability
to nnhu._..m_ w_u.p__.__n_ exchange or achiove & consensus among sharply divided
parties is using emotional intellipence, )
—D F ¥

Euﬁﬂm”_wrﬂﬁzﬂﬁm_rsg is an impartant aspect of developing emo-

atelligence. With ematianal intelligeace, supervisors are able to position
themselves and their employess in situations that reduce nagativ pos ol
rasponses and increase the |ikal PR DAt SEROUO:

ihood of pasitive interactions. Chapter 15
discusses salf-awareness, smotional fnge]]; d Peopin ¥
fgence, and porsonal discovery,

Emotional in

EgEisﬁﬂﬂuﬁ Hﬂﬁﬁ:ﬂtﬁnﬁ:&iuﬁu
OUF COrmpetence jn i QU EXperiences—
T - can keep growing

Exteatial Shills fae Successiol Soperaliog

Administrative Skills

Supervisors spend a lot of time organizing, scheduling, planning, pre-
paring and managing budpets, conducting performancs appraisals, moni-
toring quality and key indicators, and processing paperwork or online
forms. All these activities require an understanding of basic business
functions and the related legal issues as well as the ability to execute
effectively in each of these areas. Several chapters focus on key adminis-
trative skills.

Time Management

Time is valuable to the individual and the organization alike. Supervisors
need excallent time management skills, including the ability to say no and
manage an ever-changing schedule, The following tips can be useful in
time managemant:
= Remember that an online personal information managemant [PIM)
systom, such as Microsoff® Dullook™ messaging software, facilitates
sharing materials and asslignments. It is also more efficient and effec-
tive than a paper-based gystem, If you do not have access to a PIM,
use a papar-based planner.
= Don't underestimate the value of organization. An organized work-
spoce and files, including olectronic files, will save you substantial
amounis of time.
» Converling paper-based files to electronic files makes storing infor-
mation and accessing it quickly much sasier.
® Llsa your PIM to create a realistic

TR . “to-do” task list each day. Set

priocities, and group like tasks

— togather.

o Try to handle each document only
OnGik

= Read email at sat intervals rather
than interrupting your work when it
arrives. If posslble, act on email as
soon as you rad it and then store it if
MACESSATY.

» Streamline tasks. Constantly look for
ways to apply the productiviry wols
in your software or to do tasks more
efficiently.

» Tackle your toughest assignments
when vou are freshest,

A PR Enabiies U 10 thans and sync your cabendar, contacts, tasks, and
meodes aclly with wour work unlt or Beam.

o
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Four sots of obstacles ivpically keep In an interview with John Kot &
change from succeeding: siructunes, many arganizations. silos and m.nu.“.”m_—hﬁ__” m..xm___.i__.._._.”_m. _._”n_
skills, suparvisors, and systems. and rosources can make it difficult Eu.“.ﬂ“ _“_n___m_“.:ﬁ

CHAPTER 3 Effective Svpervition: Fath to Success far New MIRIpEn

low down or stall on a task, take a break or switch

e When you & hort break can help you ragain your

to something else. Even 3 s
mamenium. _ : - |
« Find gracsful ways to control interruptions. For axampie. H you re
:ﬁqﬁﬂ and & nn.__”s-_i stops by to chat, talk for a few minutes and
then politely excuse yourself, explaining you have an assignment to

do. Offer to continne the convorsation later.

Managing Change

Change is a constant in businass and nonprofit organizations. and it oocurs
at every level of an organization. Technology plays a major role in acceler
ating the pace of change. Change that affects an entlire organization is often
called transformational change. The following are common examples of
transformational change:
¥ Acguiring or being scquired by another arganization
» Expanding from a local te a regional, national, or internatios .l
onganization
» A maw ar currend execulive ieam decides to make a major change in
.r-.. companys visicn or management, such as moving from 2 hierar
chical approach to a participative style of management or to exten-
sive wse of teams,

John Kotter: Leadership and Change

Translormational change is usually led by visionary senior leaders
i . John Kotler,
ub_n_ EEE.PEEn_ MEE_EEE_ and change, notes that the failure rate
n odganizationg that .ﬂ_.ns mike transformational change is very high. Kotter
“E_._: 1 four sots of chstacles typically keep change from
uconpding: structures, skills, supervisors, and systems.

”H_..-_ﬁ.u__uq: Hnrq change effort. [Silos are de part-
Pkt Drk units that funcijon independently
lack the skills nace unicate little.] In others workers ma
oasAs, ‘Suparvisoe 850rY 1o camry out the naw ___.:“__uu 1 EH
m_.”:,._u,_..__ ks _“uz_ unenthusiastic g fearful of E g d
ndermine i1, Ang oftontimes .ran.u_.;u...__mm. u”..
' 2ms

organization has in place
—say,
sales—are subjective or Eu__.._-h._ mmn Porformance svaluation or

Supervisors have & critjes]
in an organization. mcﬂﬂaﬁﬂia in hlping 1 implement major changes

___a.__;_.mﬂiE.,._ar
the aren’s succoss, prementing change

frendi impacting Supervisars “ .
Kurt Lewin: Stages of Change

Organizations frequently turn fo a system or madal for implementing
change. In the early 18508, social psychologist Kurt Lewin developed a
three-step system for changing people’s behavior, skills, and attitudes that
organizations still use today:

1. Unfreezing uswally involves reducing the forces that are maintaining
{hings the way they are. Organizations sometimes accomplish this step
by introducing information that shows discrepancies between desired
ansd actual performance,

2. Moving is the change process in which employees learn new, desirable
behaviors, values, and attitudos.

3, Refreezing makes the desired performance the permanent way of do-
ing things. It often takes place through reinforcement and support for
the new behavior®
Supervisors can play an important role in helping employees accept

change. They should recognize that change. especially technological
change, is nol sasy. Empleyess often fear change becauss it is outside their
control and has unknown consequences. Coaching and tralning are key el-
ements in belping employees adapt to change.

Trends Impacting Supervisors

Trends in the workforee, business, and society frequently have a profound
sffect on organizations and supervisors. One trend described earllor is the
increasing tendency of businesses to reduce the numbers of middle manag-
ars and to empower and expect greater leadership from first-line managars.
Thres other prominent trends impacting today’s business, governmantal,
and nonprofit organizations am an incroasingly diverse workflorce, global-

Ization, and changing techoology.
Diverse Workforce

The U.S. Bureau of Labor Statistics (BLS) has documented the increas-
ing diversity of the U.5. workforce over time. [t reports that “compared
with the labor force of the past decades, today’s labor force is older, more
racially and ethnically diverse, and composed of more women."® Here are
two examples of this change:

» In 1990, 11.9 percent of the civilian workiorce was age 55 or older.
By 2010, that share had nearly doubled to 19.5 percent. And by
2020, the BLS predicts that these older workers will compose
25.2 percent, or mose than a quarter, of the workforca.”

» The BLS projects that by 2020, Hispanics, blacks, Asians, and membars

of other traditional minority groups will make up nearly 40 percs
of the clvilian workforce.® ? m




CHAPTER 3 Effective Supervisian: Path 1o §

yroes for Mew Marbgell

nk of diversity strictly in terms

Many __.._Mﬂu_h__”n_____“_.__u___h_n_:_.. Howevar, our dafin].
cobiyes nmm::“ﬁ?_..imu @ wide range of varinblag,
ﬁﬁ? frcluda ahtitudes, parspectives, opin.
jons, gendr, age, FACE. athnic Enrmh.o::.n_. language
o L aducation, work experience, sociogconomic
status, religion, gexual orientatiomn, n_.ﬁ_u__:_ﬂ.. and
alternative family structures [for example, single
parents or CATRgIVers fior children and parents).

Age diversily provides an m:.__:___m ol how
weorkforce diversity can affect supervisors. The in-
& creasing proportion of older workers reflects the

aging baby-boomer generation. Many boomers are
! staying on the job longer than they anticipated,

while others are reentering the job market and ulti.

mately working side by side with the Generation X and Y populations. Figure
3.1 shows a breakdown of thess generations by birth years. Except for baby
boomers, the span of birth years differs slightly sccording to different sources.

These groups differ in more than just age or physical appearance. For
example, their work ethic may be differant, their perceptions of quality may
vary, and the ways they learn and work often aze not the same. Supervisors
need to be aware of such differences in training, inspiring. motivating, and
retaining employees, in order to facilitate their working logether.

As you can see, the increased diversity of sur workforce creates opporiunitics
and challenges for supervisors. Successful organizations have learnod how to
integrate diversity into thelr corporate culture by leveraging individual strengths
and talents to develop & more Innovative, creative, and effective workforce.

L

FIGLIRE X.1

‘What generation are you.
and how does it impact
yaur work life?

Baby Boomers T4 = un..m.—

i R I T I I e e s ” .
Bierion LT o 4
Ceemeration ¥ iMllennisls) 1981 - 2000

Source: Bapad on distusisions
on b Linda G Kiieowrsi, “Whosk Genesation I3 I, Anywiy™ Small fusiness

pimes (February 2, 008, heg: vew bstimes comimenws 20087218 whose-gene
{mccessed on October 16, 20111 and atior- b - any Wiy,
Aane Houbbhan, e Mew Melting Pot: How 1o Efiectively Lead

Qubscamcing creabes opportunities for &mpliyees io mon-
sor the perfommance of cantractors of to work with them in
exiemal team. Supervisars must assist employees in ser-
Ing custedniss in diflerent cultures andl nations.

Tiends bmpacting Superalsoss \E’

activities and processes to foreign countries. Both ac-
tivities have increased as companies contract different
aspects of their operations fo outside firms to siream-
line costs, remain compotitive, improve services, and
increase profitability.

Businass functions such as manufacturing, payroll
processing, bookkeeping, technology services, human
resources management, supply chain management,
and marketing and public relations are just a few of
many functions being outsourced. In some instances,
companies may outsource certain business functions
to competitors. This trend is not limited to private
industry. Fedaral, state, and local governmenis also
contract out certain functions to outside vendors.

Globalization creates both challenges and opporfuni-
ties for supervisors, An obvious challenge is the difficul-

R Lo e

ties creabed when outsourcing results in staff reductions. Managing the work of
contractors remotaly is another: implementing changes to cut costs is a third.
Howewver, outsourcing may result in the creation of new jobs as employees shift
from performing certain tasks to monitoring the work of the contractors hired
to do them. External teams may be formed in which house staff and contractors
work together. Supervisors may also assist employees in betber serving custom-
ers in different cultures and nations.

Technology
Technology is changing constantly, rapidly, and in major ways. This key
trend makes technology a permanent and important part of every supervisor's
job. The “Leveraging Technology” feature on page 53 lists responsibilities of
supervisors in managing technology, which fizll generally into three categorias:
= Providing technology for employees to do their work and to improve
waorking conditions for them within budgetary constraints
= Keeping employees informed about company policies and trained on
pew and changing technologies
s Monitoring emploves use
The tips on page 55 provide an overview of technology issues affecting
supervisors. Future chapters will discuss handling flexible scheduling and
telecommuting, building virtual teams, managing meetings m.mﬁq.n_u#n__.:____.
snhancing productivity, and a variety of other technology topics.

The justification many companies give for off-shoring is that itincreases

Knowledge to
ma productivity and decreases costs. ASSUME You are @ MANager in a

ACTI

company that wants to increase productivity without off-shoring. What

ane some things that you think might help to increase productivity
with current staffing levels?




