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After studying,, 1
thIS.Cha pter, you re!evance of each to
will be able to: the supervisory role.

Explain the relevance of research
findings about work groups.

Distinguish the relationships
between employee morale,
engagement, teamwork and
productivity, and identify
factors that influence employee
engagement

Discuss techniques for assessing
employee morale, including
observation and employee
attitude surveys.

Understand why counseling is
an important part of the
supervisor’s job.

Identify programs that organizations
use to help employees with personal
and work-related problems.
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Understanding Work Groups
and Their Importance

In Chapter 9, we presented an overview of the informal organization, with
particular reference to the supervisor’s relationship with informal work groups
and their leaders. We mentioned that informal work groups can positively or
negatively influence employee motivation and performance. Throughout this
book, we have emphasized that a supervisor must be concerned not only with
employees as individuals but also with how those employees relate to groups
both inside and outside the supervisor’s department.

An individual’s motivations and behavioral clues are often found in the con-
text of the person’s associates, colleagues, and peers. On the job, an employee’s
attitudes and morale can be shaped to a large degree by co-workers, at times even
more than by the supervisor or other factors in the work environment. Therefore,
a supervisor should be aware of work groups and how those groups function.

Describe the form
and function of the

different types of

work groups and the

unique relevance

of

each to the supervi-

sory role.
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408 Part 3: Organizing, Staffing, Managing and Measuring for Success

Moreover, a supervisor must understand how morale influences employee
performance and what can be done to maintain a high level of morale at the
departmental level.

WHY WORK GROUPS FORM AND FUNCTION

Work groups form and function in work settings for many reasons.! Among the
most common reasons are the following:

® Companionship and identification. The work group provides a peer relation-
ship and a sense of belonging, which can help satisfy the employee’s social
needs.

® Behavior guidelines. People tend to look to others, especially their peers, for
guides to acceptable workplace behavior.

® Problem solving. The work group may be instrumental in providing a means
by which an employee may solve a personal or minor work-related problem.

® Protection. Employees often look to the work group for protection from outside
pressures, such as those pressures placed by supervisors and higher-level managers.

Much behavioral research has focused on tactors that make work groups
tightly knit, cohesive, and effective. A work group is usually most cohesive when it

® has members who perceive themselves as having higher status than other
employees, as in job classification or pay;

® is small;

® shares similar personal characteristics, such as age, gender, ethnic background,
and off-the-job interests;

® s relatively distant from other employees, as in geographically dispersed
work groups and groups away from the home oftice;

® has formed due to outside pressures or for self-protection, such as a layoff or
disciplinary action taken by management;

® has members who communicate relatively easily; and

® has succeeded in some group effort, which encourages members to seek new
group objectives.

The most effective teams are those that have shared cognition, or a com-
mon level and depth of knowledge that allows all team members to anticipate
and execute actions toward meeting the group’s goals. In other words, in order
to reach their goal, every team member must be on the same page of the play-
book.> However, sometimes having all team members stuck on the same page
can be detrimental to team performance and organizational outcomes if the

Groupthink team engages in groupthink, the tendency of members of a group to make faulty
Thetendency of membersofa  decisions because of group pressures, even in the face of red flags or better, more
group to make faulty decisions : : : ; !

because of group pressures, logical alternatives. Groupthink can have dire consequences, as was seen in the

eveninthe face of red flagsor  Challenger and Columbia space shuttle disasters, the failures of corporate pow-

better, more logical alternatives  erhouses Enron and WorldCom, and most recently in the 2008 financial crisis.’
For that reason, it 1s important for supervisors to consider ways to encourage
diverse opinions and opposing points of view, as well as check in with the team
regularly to ensure they are steering toward appropriate outcomes. Of course, the
supervisor will never be completely aware of the kinds of forces that are most
prevalent in the department’s group dynamics. However, regular interaction with
teams, as well as sensitivity to employee needs and individual concerns, can help
the supervisor guide work groups more etfectively.
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R | - ' Members of a cohesive work
| group enjoy their group
affiliation.

Ron Haviv/VI|/Corbis News,/Corbis

Classifications of Work Groups

Four major types of employee work groups can be identified in most
organizations:

1. Command

2. Task
3. Friendship
4, Special interest®

Because these classifications overlap, a supervisor should recognize that
employees may be members of several such groups.

The command group consists of employees classified according to the Command group
authority relationships on the formal organizational chart. Members of this ©Grouping of employees

K her dail ick Ll : d k. F according to authority

group work together daily to accomplish regularly assigned work. For exam- jzionships on the formal
ple, at the departmental level, a command group consists of the supervisor and  organization chart
the employees who report to the supervisor. Throughout the organization are
interrelated departments or command-group divisions that reflect the formal

authority structure.

TASK GROUP OR CROSS-FUNCTIONAL TEAM

A task group or cross-functional team consists of employees from different Task group or cross-
departments brought together to accomplish a particular task or project. For functional team

le. f lenl; i < h h fosh Grouping of employees who
ny’s employees and supervisors from a number of departments, such as customer  particular task
service, construction, plant installation, central office equipment, accounting, and
testing, may work together to accomplish the job. Another example is a hospi-

tal in which numerous interdepartmental task relationships and communications
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410 Part 3: Organizing, Staffing, Managing and Measuring for Success

take place among hospital personnel, from such departments as admitting, nurs-
ing, laboratory, dietary, pharmacy, physical therapy, and medical records, to care
for a patient.

A specialized subset of the task group is the customer-satisfaction team.
Members of this team represent many different functions and may include
customer and supplier representatives. Team members come together to solve a
specific problem, and they disband once the solution is put in place. For example,
3M empowers self-directed work teams (SDWTs) to develop systems and pro-
cesses that help them do their jobs. The use of SDWTs to monitor and take action
when needed to correct problems frees upper-level managers to do other things
that contribute to 3M’s success rather than tending to daily routine chores.’
Simply put, 3M’s use of task groups or cross-tunctional teams brings groups of
people together so that they can apply their combined talents to continuously
improve quality and ultimately increase customer satisfaction.

Friendship group The friendship group is an informal group of people who have similar

Informal grouping of personal characteristics and social interests. Many friendship groups are

employees based on similar . . :

sereeril Besandsoch related primarily to such common factors as age, gender, ethnic background,

interests outside interests, and marital status. Command and task groups may be
instrumental in bringing friendship groups together. Also, preexisting friend-
ships often serve as a catalyst for increased productivity and performance of
newly formed teams, primarily because the team does not need to spend much
time becoming oriented and building the relationships necessary to work
effectively together.®

Special-interest group The special-interest group accomplishes in a group things that individu-

Sifét‘fi?i?&fﬂ?ﬁiii?ﬁﬁm als feel unable or unwilling to pursue individually. A temporary special-interest

5%a orouiThat il “keﬁ group might be a committee of employees who wish to protest an action taken

be pursued individually by a supervisor or management, promote a charitable undertaking, or organize
an employee picnic.

A labor union is an example of a more permanent special-interest group
because it 1s legally and formally organized. A labor union brings together em-
ployees from different departments and divisions as they strive to achieve eco-
nomic and other objectives. A labor union official once made the following
comment: “Labor unions don’t just happen, they’re caused. And it’s the man-
agement, not labor unions, that cause them!” This official was quite candid in
expressing his opinion that labor unions were a direct response to management’s
failure to respond to employee needs. The sentiments (morale) of workers are
usually determined more by conditions existing in their work situations and the
need to fulfill unmet needs. Thus, employees may join a labor union primar-
ily to obtain economic objectives such as higher wages and greater benefits. Or
they may join a group to satisfy psychological or sociological objectives, such
as feeling a greater sense of identity. Some employees believe that membership
in a group provides them with greater security and better control over their
jobs. Other employees believe that the presence of a labor union in matters of
grievances and complaints promotes a fairer settlement of disputes.

As stated earlier, an employee may belong to a number of groups in the work-
place, and the supervisor who understands these different groups is more likely
to influence these groups. Some research studies have suggested that a supervisor
has a better chance of influencing an employee’s behavior as a member of a work
group than individually without the work group’s influence. Some of these con-
cepts are discussed later in this chapter.
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Research Insights for Managing Work Groups 2 Explain the rel-
evance of research
Numerous beh;fl.viural studies 'have been conducted on work groups and on findings about work
how they function. These studies have suggested a number of approaches for groups to their
managing work groups eftectively. While these approaches will not guarantee the supervision and
desired results, they are consistent with behavioral research findings concerning management.

work-group dynamics and group behavior.

FINDINGS FROM GROUP (TEAM) RESEARCH

The work-group studies that have probably had the most lasting influence dur-
ing the twentieth century and beyond were conducted in the late 1920s and early
1930s at Western Electric Company’s Hawthorne plant near Chicago, Illinois.”
Known as the Hawthorne Studies, they remain a comprehensive and definitive Hawthorne Studies
source on the subject of work-group dynamics as they relate to employee atti- Comprehensive research
o : i studies that focused on work-
tudes and productivity. Many of the lessons of the Hawthorne Studies still apply 5,5 dynamics as they related
to supervisory practice today, supporting the adage that the more things change, toemployee attitudes and
the more they stay the same. productivity
Throughout the text, we have mentioned various organized participative
management programs. Regardless ot what these programs are called, they
share certain characteristics. For the most part, these programs try to build
etfective work teams that foster the continual improvement of work processes,
project tasks, and customer service. One of the most comprehensive surveys was
conducted by Jon Katzenbach and Douglas Smith, two management consultants
who interviewed hundreds of team members in dozens of organizations that
had used teams to address various problems. Katzenbach and Smith identified
principles that are most closely associated with etfective work teams, including

the following:

® Team members must be committed to the group and its performance.

® Teams function better when they are small, usually consisting of ten or fewer
members.

® Teams should be composed of individuals with skills that are complementary
and sufficient to deal with the problem.

® Teams should be committed to objectives that are specific and realistic.®

Much also can be learned from the case studies reported in Steven Jones and
Michael Beyerlein’s Developing High Performance Work Teams. One such study,
which describes Eastman Chemical Company’s decision to move to a team manage-
ment approach at its Kingsport, Tennessee, facility, delivered the following findings:

® Because supervisors must take on more responsibility and receive less rec-
ognition, they feel threatened by transitions to teams. Therefore, supervisors
must be coached, supported, and encouraged in their new roles.

® Team members must be held accountable for their actions to increase feelings
of personal responsibility for the team’s success.

® New team leadership roles for supervisors include coaching and facilitating.

® Communication becomes more important. Team leaders must be process-
oriented and have meetings to clarify team roles.”

The Kingsport facility employs almost 7,000 of Eastman’s 14,500 employees
and is one of the largest chemical manufacturing facilities in the country.!”
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INSIGHTS INTO THE GROUP DEVELOPMENT PROCESS

When the need to convene a work group arises, the supervisor’s work is just
beginning. The first step in the process is identifying the task the group needs to
accomplish or the problem that needs to be solved. Then, the supervisor needs to
identity work-group members who will tulfill the SKA needs of the task or prob-
lem, or delegate this role to an employee who 1s familiar with the skills and abili-
ties of others in the department or company. Once the group is built, it may seem
logical for the supervisor to step out of the way and let the team do its work.
However, Tuckman and Jensen’s classical research on the process of group devel-
opment asserts that when new work groups are formed, the supervisor remains
a key player. They describe five specific stages small groups go through: forming,
storming, norming, performing, and adjourning.

® Forming—When a group first convenes, individuals meet, agree on goals, and
begin the task at hand. At the same time, members are often on their best
behavior as they gather information and impressions about the rest of the
ogroup’s personalities, motivations, and orientation to the task. During this
stage, the supervisor’s role is directive in outlining roles, responsibilities, the
task, and its deliverables.

® Storming—As the work progresses, group members begin to share ideas and
perspectives about the task and the group itself, some of which may be in
competition or conflict. The supervisor should remain accessible to the team
during this stage to provide feedback, suggest decision-making strategies, give
explicit direction regarding next steps, and coach employees in the use of pro-
tessional behavior when competing ideas and personalities begin to hamper
productivity. It is possible for groups to get stuck in this stage if conflict over-
takes the group’s goal as a primary focus of its activities, which illustrates
why it is important for the supervisor to stay indirectly involved in a support-
ive monitor role.

® Norming—Once group members establish their roles and responsibilities and
a shared understanding of the goal, they tend to move torward productively
with the work. At this point in the group development process, the supervisor
should expect, receive, and review regular reports of progress from the group
and provide feedback and support when appropriate.

® Performing—Groups at this stage run like clockwork. They can work inde-
pendently, make decisions, and establish new goals with little or no supervi-
sion. Group members have established processes for resolving conflict and
changing direction when necessary. The group’s supervisor should remain
active in holding the group accountable for deliverables, providing feedback,
and approving changes as they are proposed.

® Adjourning—At some point, an existing group may no longer be necessary,
particularly in the case of task or special-interest groups that have achieved
the goals for which they were originally established. In order to help group
members transition to new roles, either in new groups or back to their origi-
nal positions, the supervisor should be directive in providing explicit guid-
ance to each employee about his or her new responsibilities. While it may
again seem logical to simply disband the group, it is important for supervi-
sors to recognize that employees’ levels of power and discretion may change
as they move into different roles. Accordingly, orienting employees to new
expectations will help them transition out of work groups smoothly."!
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EXAMPLES OF HIGHLY EFFECTIVETEAMS

Highly effective teams are hard to find, and they are inspiring. The Japan wom-
en’s national soccer team demonstrated teamwork and perseverance against all
odds in 2011. Members of the nonprofessional league team, many of whom
work day jobs in hot spring resort hotels and train in the evenings,'* stunned the
world and inspired their earthquake-ravaged homeland as it stood on the brink
of nuclear and economic disaster when they became the tirst Asian team to win
the FIFA Women’s World Cup.

The road to victory was treacherous, but the Japanese women’s team was
prepared. Finishing second behind England to reach the quarter finals, the
team shocked the host nation and defending champion Germany with a 1-0
victory. Prior to the match against Germany, Japanese coach Norio Sasaki
showed the team a video of the crippled Fukushima power plant. Karina
Maruyama, who had worked at the plant from 2005 to 2009, scored the
match’s only goal.!? Japan then handily defeated Sweden 3-1 in the semi-
final. A 2-2 tie in the championship match against the United States sent
the competition into extra time, but Japanese players didn’t get discouraged
when the referee sent off one of their players with a red card for a question-
able tackle. Instead, their coach set a celebratory tone for the team, smiling,
clapping, and embracing the thrill of the moment as the women proceeded to
astonish their opponents and spectators with an unlikely 3-1 penalty shoot-
out victory.'4

Kumiko Fukushi, a Tokyo music studio owner, believes the tragedy
of the earthquake bolstered the resolve and initiative of the team as they
prepared for their international challenge. “It shows the true bravery of
Japanese women. Even when we are under intense pressure, in life or on the

soccer field, we don’t panic. We just think about trying our best to reach
].:} 15

our goa
The Japan women’s team, nicknamed “Nadeshido,” or beautiful flower,
captured hearts worldwide as it brought joy to a devastated country. The team

16

Japans women’s soccer

team, who won the 2011 FIFA
Women's World Cup, give
tribute to 2011 tsunami victims
on March 14, 2014, continue to
work to as a team.

Tony Feder/Getty Images
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was awarded the People’s Honor Award by the prime minister of Japan, Naoto
Kan. “With firm teamwork and the spirit of never giving up, you accomplished a
great achievement of becoming No. 1 in the world for the first time in the history
of Japanese soccer,” Kan shared with the women. “To the disaster victims and all
the people of Japan who are trying to recover from the Great East Japan Earth-
quake, you gave them the courage to face hardships and moved them with your
eloquent victory.” Its victory in the face of adversity has made the Japan women’s
team iconic, a national treasure that continues to inspire the country and lend
support through ongoing recovery.!”

Think back also to the 2008 Olympics and the performance of the U.S. men’s
volleyball team. The underdog team overcame tragedy to win the Olympic gold
medal. The team claimed the gold with a four-set win over the defending cham-
pion, Brazil. Coach Hugh McCutchen’s father-in-law was stabbed to death in
Beijing on the eve of the team’s first game. He turned the reins over to his assis-
tant for the first three matches.'®

Having lost the first game 20-25, the Americans’ backs were against the
wall. They came back to win the next two games and, when the Brazilian star
player popped the ball out of bounds, the Brazilians crouched on the tloor in
disbelief. The U.S. team rushed the court and savored the moment and what
they had just accomplished.!” In volleyball, every player is intensely involved in
each and every play. What each one does or doesn’t do is critical to the success
of the team.

The highly effective team is the one whose members are always supporting
and encouraging one another. Chris Widener, president ot Made for Success, said
it well: “The coach always does a pre-game talk, laying out the vision. During
the game, the coach is always updating the team as to where they are and what
changes need to be made. He or she coaches and communicates throughout the
game. When you watch a great team, they are talking to each other all of the
time, helping one another out, encouraging one another, praising one another,
and telling each other how they can make changes so the same mistakes aren’t
made again.”%"

Regardless of the activity, good communication skills are needed to create
trust and collaboration among the various players. Remember, there 1s no “I” in
the word team.

THE IMPORTANCE OF TEAM MEMBERS

In Chapter 9, we postulated various organizational designs, but many forces
in the marketplace can rapidly change even our best guesses. Nevertheless, we
expect that teamwork will be as important tomorrow as it was yesterday and
perhaps even more so. The American Management Association’s 2012 Critical
Skills Survey found that 72 percent of managers and executives surveyed want
employees who are compatible in a team setting, supporting the notion that very
little is accomplished without strong collaboration.?!

When asked about ettective teams, another illustration from professional and
amateur sports comes to mind. Why? Few organizations, their leaders, and mem-
bers are as well-documented as sports teams. Legendary basketball coach John
Wooden won ten national championships at UCLA, including an unbelievable
seven in a row from 1966 to 1973. Coach Wooden’s team won over 80 percent
of their games.?” Imagine making the right choice at the right time that turns
out the right way—the way it was intended—eight out of ten times. This former
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basketball coach believes that “Coach™ was able to get a diverse group of in-
dividuals to work together and satisfy the needs of each member of the team
because “Coach” was able to recruit individuals who were willing to put aside
individual differences and focus on the goals he set for the team. “Coach” pre-
pared his players with a “we will win!” mentality, and the team members made it
happen again and again and again!?*?

Yet another factor may help to explain the difference between winning and
losing. Synergy! A synergistic effect takes place when the whole is greater than
the sum of the parts. Many organizations like great sports teams lose their com-
petitive advantage when key team members leave or the coach retires. Since
Coach Wooden’s retirement 1n 1975, the team has won just one NCAA basket-
ball championship. Clearly, success increases the appetite for additional success.
[f you don’t win it all every year, people are clamoring for the coach’s head. The
same is true for the CEO who doesn’t meet Wall Street expectations.

Astute sports fans can recall some of the stars from these winning teams,
but for every star, there are dozens of unheralded support players, sometimes
called role players. These role players show up for work every day, clearly un-
derstand their roles, are trained so that they know how to perform and con-
tinuously improve on their jobs, and want to feel that they are contributing
meaningfully to the effectiveness of their teams. As author Kenneth Turan said,
“Team sports could not exist without, well, teams. Competent, superbly profes-
sional role players, the good soldiers who do what’s asked of them and don’t
bask in anyone’s attention, are the sine gua non of the organizations that win
year after year.”*?

Several observations are pertinent here. First, a team 1s made up of a group
of individuals who must work together to meet their individual and team objec-
tives.?® It is important to remember that people are more motivated to achieve
goals they help set. Second, strong leadership and effective communication are
key ingredients for successful teams. As stated previously, the ability to trust
a leader (or for that matter, an upper manager) is more important today than
at any time in recent history. Perhaps nothing 1s more important to the success
of a team than the leader’s ability to build an environment of mutual trust and
respect. Finally, not everyone is suited for team play. Throughout this text we
have introduced people, who, at best, are not team players, and they make your
life difficult. As one engineering vice president related, “Some people can leave
their ego at the door, and some can’t, and you will immediately know who is on
(board) and who isn’t.”?® The key is to identify people who can work in teams
and those who cannot.

COLLABORATIVE WORKPLACE

None of the great sports teams or business organizations could have succeeded
without teamwork—people working cooperatively to solve problems and achieve
goals important to the group. Stated succinctly, a collaborative workplace means
that, throughout the organization, employees and management share authority
for decision making. Teamwork processes promote trust, integrity, consensus,
and shared ownership as team members strive to achieve common objectives.
Collaboration recognizes that people want and need to be valued for their con-
tributions and that improvements and changes are best achieved by those who
are responsible for implementing changes and are committed to making those
changes work.?’

415

Synergistic effect

The interaction of two or more
individuals such that their
combined efforts are greater
than the sum of their individual
efforts

Teamwork

People working cooperatively
to solve problems and achieve
goals important to the group

Collaborative workplace
Work environment
characterized by joint decision
making, shared accountability
and authority, and high trust
levels between employees and
managers
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Noted quality writer H. James Harrington wrote:

The disadvantage with teams is that they are inwardly focused. They are
small groups that, if functioning properly, strive to be better than other
teams. Teams by their very nature are competitive. . . . In well-managed
organizations, trust runs high and people are empowered to make decisions
on their own. These organizations focus on promoting teamwork between
individuals. It’s an attitude of “How can 1 help?” “What can I do to make
yvour job easier?” and “How can we work together to produce more value
for the whole organization? ”*®

Figure 11.1 summarizes the characteristics of effective work teams. While no
one approach succeeds in all situations, a group must know where it 1s going.
Throughout this text, we have stressed the importance of setting goals and the

FIGURE 11.1 Characteristics of effective work teams

Keys to Effective Work Teams

- Top management removes the barriers, that is, clears the roadblocks.

- Team members receive training on how to work together.

+ Group members agree on team goals and objectives and commit to those goals.
+ All members participate actively in team meetings and discussions,

» All team members follow team rules, guidelines, and procedures.

- All members are valued and treated with respect and dignity.

« Team members share vital information and ensure that everyone is informed on a
need-to-know basis.

« Members express their ideas without fear of retribution. Team members also feel free
to disagree, and the group grows with differences of opinion.

- The team uses a systematic problem-solving approach, but members are encouraged
to think “outside the box” (i.e., alternative ways of thinking are encouraged).

+ All members are included in solving problems, developing alternatives, and
institutionalizing decisions.

- Decisions are made by consensus (i.e, all team members support decisions, even
though they may not totally agree with those decisions; therefore, every team member
feels ownership for the team's decisions and responsibility for the team’s success).

+ The team is cohesive—openness, trust, support, and encouragement are always
present.

« Conflict is viewed as healthy and is brought out into the open and addressed in a
timely manner.

- Group members give each other honest feedback on performance; constructive
feedback is used to improve performance.

» Team training and peer helping are essential elements of the team process. Peers help
team members who may need individualized attention.

» The team continually evaluates its performance and uses that information as the basis
for improvement.

« Team members take pride in team accomplishments. Challenging tasks, recognition
of accomplishments, and continued support from top management fuel the drive for
continued success.

» Members enjoy their team affiliation.

@ Cengage Learning®
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notion that the supervisor must provide direction. As noted in Chapters 1 and 2,
if supervisors want their work groups to perform at higher levels, there must be a
shared purpose and values, and the supervisor must constantly strive to balance
employees’ needs with the organization’s needs.

VIRTUALTEAMS

As many companies have expanded their operations domestically and interna-

tionally, they have found that virtual teams can help them tocus on meeting cus-

tomer requirements. A virtual team is one that has members who rarely, if ever,

meet face to face, even though they work on a project or in an area of opera-

tions with a common goal. In a virtual team, also known as a geographically Virtual or geographically

dispersed team (GDT), members share a common purpose, but are physically g;ﬁ:eh‘i’;la':‘e[igg ;

separated by time and/or space and primarily interact electronically.”” GDTs are F:E,:E,E E}th afe"wﬁ,,kmg _—

a variant of work teams that present unique supervisory challenges at every stage common project and linked by

of development and performance. somynunication technplogles
Workforce surveys across multiple sectors indicate that the number of

employees who participate in virtual teams is increasing every day, and with that

increase comes a need to address the specific SKAs that are necessary for workers

to effectively contribute to organizational goals. Consider these statistics:

® Approximately 25 million people telecommute at least one day per month as
of September 2013.3°

® By 2015 an additional 300 million virtual workers will join the global work-
force.’!

® 85 percent of HR professionals expect that the use of virtual global teams
will change the face of the U.S. workplace in the next five years.??

® While over 60 percent of respondents to a Training Magazine survey believe
that virtual team management is an emerging skill need, less than 40 percent
believe their managers have this skill.?3

Virtual teams function primarily through technological tools that enable them
to communicate and share documents. Most prominent are audio and video web
conferencing, instant messaging, online collaboration software, document stor-
age and file sharing applications, co-creation tools, social networking applica-
tions, scheduling applications, and project management software.>* Virtual teams
require their members to receive specialized training in technology use. They also
demand careful planning and organization to establish regular times for group in-
teraction as well as other communication needs. One advantage of virtual teams
is that members can communicate quickly when needed to bring team members
up to date on events and to keep each other informed. Scheduling becomes criti-
cal as one team member may be located, for example, in Ohio and another in
Australia. Communication must cross several time zones, with 12 or more hours
of difference. When one employee is working, the other may be sleeping.

While technology serves as the primary facilitator for the growth of virtual
teamwork, it also has been indicated as a significant challenge to productivity
and the achievement of team goals. In a study of collaboration breakdowns of
thirty virtual team projects, investigators found that most problems stemmed
from technology policy restrictions, mandated technology changes, and inade-
quate or malfunctioning technology tools.?

However, technology is not the only challenge in geographically dis-
persed teams. This study, as well as an investigation of eighteen teams working
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worldwide for a Fortune 500 company, also identifies trust (see Chapter 5) and
power (see Chapter 2) as barriers to success. In virtual teams that rated them-
selves as having a high level of trust among members, employees indicated that
sharing and shifting power based on the needs of the group and specitic tasks
helped them succeed in reaching their goals. In virtual teams with low levels ot
trust, power battles, coercion, misunderstandings, and conflicts of interest kept
teams from performing effectively.?

These findings illustrate that virtual teams share some of the same challenges
as face-to-face teams, but at the same time they encounter barriers that are not
typically found in the traditional office setting. During more than a decade of
working with virtual teams in business, government, and military environments,
Protessors Jay Nunamaker, Bruce Reinig, and Robert Briggs identified some chal-
lenges that are unique to virtual teams. Nonverbal communication, such as eye-
rolling or nodding in agreement, cannot be seen by virtual teammates unless,
of course, they are videoconferencing. Informal conversations and friendships
forged in hallways and break rooms do not take place when employees are not
in the same building or town, although they can take place through FaceTime,
Google Hangouts, texting or instant messaging. When ditferent work processes,
cultures, and time zones are added to the mix, we can envision the potential for
miscommunication and misunderstanding, as well as the difficulties virtual teams
might find in building consensus and establishing shared understandings about
tasks and goals.’” However, as virtual work becomes more commonplace and
technology is able to facilitate more seamless communication, high-performing
teams are finding success in translating their skills to the virtual environment. See
Figure 11.2 for some specific strategies that you can use to make a virtual team
more successful.

FIGURE 11.2 Twelve principles for making virtual teams work

» Get the team together physically, or at least in a videoconference, early on. Having a
get-to-know-you session or two will help establish relationships and give the
opportunity to create guiding principles and a shared vision for the team. Reconnect
regularly.

« Clarify processes and tasks, not just roles and goals. It is important for everyone to know
who needs to do what, so roles and goals should be established within the first few
meetings, as they would be for any team project. It is equally important to come to
agreement on how and when individual and collaborative tasks will take place, how
documents will be shared, who will facilitate processes, and who is accountable for
specific deliverables. Virtual teams do not have the benefit of being able to “do what
has always been done, " so work processes need to be clearly defined, reviewed, and
revised to ensure they are efficient and effective.

« Commit to a communication charter. To avoid the pitfalls of miscommunication
that can emerge on virtual teams due to less rich, less frequent, and less nonverbal
communication, create a clear set of expectations for communication. Norms of
behavior such as reducing background noise, when to mute, balancing conversations,
and when to use certain communication modalities, for example when to reply
via e-mail versus calling or going online to collaborate on a document, should be
established and distributed to the team.

- Leverage the best communication technologies. Collaborative technologies are
improving every day and, for the most part, are becoming more and more affordable.

(continued)
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FIGURE 11.2 Twelve principles for making virtual teams work (continued)

When deciding what communication vehicles to employ, opt for those that are
most reliable and easy to use to avoid wasting time on learning all the features or
troubleshooting.

Build a team with rhythm. When working remotely, it is easy to get disconnected from
the rhythms of the workplace. Establishing and enforcing systems and schedules for
virtual team work, such as weekly meetings and set collaboration sessions, will help
get everyone moving forward together on projects. When a team is distributed across
time zones, rotate the schedule so that the load is spread equitably.

« Agree on a shared language. Virtual teams can be distributed across the entire world, so
it is likely that different cultures will be represented. When working on technical topics,
science and engineering language usually sets a good foundation for language. When
working on social or relational issues or problem solving, translations may not mesh.
Accordingly, come to agreement on shared interpretations of important words and
phrases, for example, “when we say ‘yes, we mean ..."and post the list in the virtual
workspace.

Create a virtual staff lounge or water cooler. Gathering around the water cooler is an
adage used to describe informal exchanges in the workplace. The virtual workspace

is often very task-focused with little shared downtime. In order to prevent burnout,
reinforce team cohesion and give team members opportunities to casually share ideas,
carve out time during each meeting for a “check-in" or “personal update, " use virtual
team-building activities to add a bit of fun, or embed social networking features like a
newsfeed, a chat room, or a video portal into the workspace.

« Clarify and track commitments. In the virtual workspace, unlike the office hallway,
it is uncommon for team members to check in to ask, “How’s it going?” Even after
establishing tasks, processes, roles and responsibilities, it is important to establish a
mechanism for tracking progress. Scheduling regular status meetings, posting and
reporting on a shared work plan, or creating a deliverables dashboard visible to all
members can ensure that everyone is on track. Avoid micromanaging.

. Foster shared leadership. Designing work plans and defining and tracking deliverables
provides push to keep members focused and productive. Leadership provides the pull
of motivation, encouragement, and support. Appoint specific virtual team members
to serve as coaches, share best practices, run virtual team-building exercises, and lead
special projects so that everyone has an opportunity to lead.

« Don'tforget the 1:1s. One-on-one coaching and performance management are
fundamentally sound practices on any team and should be incorporated into the
rhythm of the virtual team. As you lead, use them to check status, provide feedback,
listen to frustrations, and focus on each member’s contribution to the work.

Visit the past to define the future. If you are taking over a team, take the time to learn
about the structures, processes, and culture of the team so you can quickly step into
the communication and coordination role.

+ Realign reward structures for virtual teams. A virtual team member doesn't get a pat
on the back for staying late or arriving early. Find ways to incentivize consistency and
participation or share deliverables with management so distributed employees are
recognized for their efforts.

Adapted by Kelly A. Trusty from: Michael Watkins, “Making Virtual Teams Work: Ten Basic Principles,” HBR Blog
Network (June 27, 2013), http://blogs.hbr.org/2013/06/making-virtual-teams-work-ten/ and and Surinder
Kahai, “What Leads to Effective Virtual Teamwork?" LeadingVirtually.com (April 18, 2009), http://www
leadingvirtually.com/what-leads-to-effective-virtual-teamwork/
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Virtual teams require strong management support, which typically means
that managers and supervisors have less direct control over team members.
Nevertheless, the need for supervisory feedback and evaluation is paramount.
The challenge for a manager or supervisor of a virtual team is to hold team
members together and keep them motivated, even though they are separated
geographically. The focus must be on overall results rather than on the specific
activities of team members. Managers of virtual teams have tried various tech-
niques to help team members stay focused on their projects and to strengthen
their functioning and team spirit. Among these techniques are giving the project
team a name or logo, rotating the hosting of conference calls, and recognizing
accomplishments.

In essence, managing virtual teams, while it has some unique challenges and
problems, is not completely unlike managing teams that are close geographically.
Regardless of the team approach used, supervisors must be adept at applying
their managerial skills with appropriate human relations approaches. Remember,
the manager’s challenge is to build commitment, cooperation, and collaboration
through effective communication.

3 Distinguish the Understanding and Maintaining
e Employee Morale and Engagement
morale, engage- Most definitions of morale recognize that it is essentially a state of mind. For
ment, teamv.:rnr k example, Merriam-Webster’s online dictionary detines morale as “the mental and
::: ::::ir::tlil::?:g::rs emotional condition of an individual or group with regard to the function or
that influence em- tasks at hand.” We consider morale to be the attitudes and feelings of individ-
ployee morale and uals and groups toward their work, their environment, their supervisors, their
engagement. top-level management, and the organization. Morale is not one single feeling or
attitude but a composite. It can affect employee performance and willingness to
— work, which in turn can atfect individual and organizational objectives. When

A composite of feelings and
attitudes that individuals and
groups have toward their work,
working condition, supervisors,
top-level management, and the
arganization

employee morale is high, employees usually do what the company wants them to
do; when it is low, the opposite tends to occur.

Engagement, which we introduced in Chapter 9, is the level of emotional
commitment the employee has to the organization and its goals. If we consider
these two terms side by side, we might conjecture that the two mean essentially
the same thing, but they do not. Morale is the general feeling toward the work-
place, and engagement focuses on its goals. Cari Turley provides us with an illus-
tration that shows the ditference:

Treating everyone on your staff to ice cream would surely improve morale
for the afternoon. But that’s about it. Consider, however, promising an ice
cream social for the afternoon to your sales team as a reward for closing
the big account they’ve been after. You get the same morale boost on ice
cream day, but you also get the incentive to close the deal, the anticipation
of the event, and the message that good work is noticed and rewarded.
That’s much likelier to translate to business results than the impromptu
dessert, and for no additional cost.”®

Numerous articles have suggested that today’s employees are less happy with
many aspects of their jobs than were employees of earlier decades, a significant
problem because it has long been recognized and documented that the reasons
employees stay with or leave employers are more frequently attributed to factors
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other than pay.?” However, an organization’s employees can have high morale,
love their boss and their job, but never get anything done, which can put them
at risk of being let go or becoming “dead wood.” When employees are highly
engaged, by contrast, they invest more time, effort, and sometimes creativity and
passion into the work they do in order to do their best and help the company
achieve its objectives.

The idea of workplace morale has been discussed for decades, but increas-
ingly workplaces are finding that unpacking the black box of morale by consid-
ering its roots in engagement is key to keeping employees happy and productive.
Building employee engagement increases trust, loyalty, and, ultimately organiza-
tional performance more so than just creating a feel-good environment. Accord-
ing to the Towers Watson 2012 Global Workforce Study, which covers more than
32,000 full-time employees of large and midsized organizations in twenty-nine
markets around the world, highly engaged employees have 25 percent less ab-
senteeism than those who are disengaged; 18 percent of highly engaged workers
reported being likely to leave their jobs compared to 40 percent of disengaged
workers; and 72 percent of highly engaged workers would stay at their current
workplace if they were offered a similar job elsewhere compared to 28 percent
of disengaged workers. Further, Gallup’s nearly two decades of research on em-
ployee engagement has linked its levels to nine performance outcomes: customer
ratings, profitability, productivity, turnover, safety incidents, theft, absenteeism,
patient safety, and product quality. Additionally, the Gallup research has found
that workers who rate themselves as highly engaged at work view their lives as
better, report having better moods and better relationships with colleagues, and
are four times as likely as actively disengaged workers to say they like what they
do at work every day.**

Based on these findings, these authors contend that the happiest workers are
highly engaged workers. But what does a highly engaged worker look like?

Highly engaged workers, which comprise approximately one-third of those
surveyed, cooperate, are enthusiastic about their work, understand their jobs, and
look tor ways to improve. Workers who are not engaged andaren’t concerned
about customers, productivity, satety, or the organization’s purpose, whereas
actively disengaged workers are out to damage the company, waste managers’
time, are often absent, have more accidents, and quit more often than nonen-
gaged workers. Nonengaged and actively disengaged workers make up the other
two-thirds of those surveyed.*!

FACTORS INFLUENCING ENGAGEMENT AND MORALE

The research on engagement has identified a number of things workers need in
order to feel engaged with their work and committed to their organization’s mis-
sion. They need to know what is expected of them; have the appropriate materi-
als and equipment to do their jobs and opportunities to do things they are good
at; and they need to be recognized for their achievements. Employees engage
and thrive when their supervisors show that they care about them, encourage
them to develop their strengths, value their opinions, and promote an organi-
zational mission that makes workers teel important. Further, workers who have
colleagues who are committed to doing good work and are genuinely triendly
enjoy and invest in their work, and they are inspired to contribute new ideas
when they are given feedback about their performance and provided with oppor-
tunities to grow in new ways. When an organization provides this type of work
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environment, workers become more trusting of management, more willing to put
in extra effort, and more likely to recommend their company to others.*?

The description of engaged workers above sounds much like a Cinderella
story, as though engagement is a glass slipper that can be slipped on to transtorm
an entire workforce. Increasing engagement requires a great deal of concentrated,
coordinated effort by an organization, starting with hiring managers who genu-
inely care for people and are committed to high performance and can balance
the two by motivating and rewarding engaged behaviors; also, managers must
be held accountable for their efforts to engage workers. Managers also need to
invest extra time in assessing workers’ strengths and assigning them to positions
that best fit their strengths. When employees are regularly asked to do low-value
work—tasks that don’t use their talents, are a waste of time, don’t contribute to
organizational success, and wouldn’t be missed if they weren’t done—they tend
to become frustrated, less effective, and resentful toward their employer.*

We discussed training and development in Chapter 10, and this is another
area where managers can build engagement—Dby identifying and developing
employees’ strengths. Think about the last time your performance was evaluated,
whether it was in a work role, at home, or at school. Did the evaluation focus
on everything you did wrong, or everything you did right? Research shows that
when performance evaluations and coaching focus on a person’s weaknesses,
even if just one or two, the person walks away from the process feeling worse
than before. When developmental interactions focus on the positives or strengths,
a person’s morale is much higher and engagement and performance increase.** If
we translate this approach to employee engagement, it is easy to conjecture that
when managers focus on employees’ strengths, give them opportunities to use
their strengths, and help them build those strengths to an even greater extent,
the employees will feel good about their contribution to the organization and
grow in their commitment to their work. As workers become more engaged, they
become more productive, and the organization also reaps benefits. If managers
just focus on what employees do wrong, they tend to get more of the same or
even worse performance.

These findings encourage supervisors to focus on strengths and find ways to
help employees build on those strengths. The Gallup research also found that
investing in workers” well-being also contributes to higher levels of engagement.
Placing a high priority on helping workers maintain a healthy balance between
work and family, providing a sense of job security, and ensuring sufficient health
and retirement benefits also encourages worker loyalty, commitment, and invest-
ment in the company’s mission.* Wellness programs, which are discussed later in
this chapter, also boost engagement.*

Virtually any factor can influence employee morale, positively or negatively
(see Figure 11.3). Some of these factors are within the supervisor’s control, while
others are not. Influences outside the organization are generally beyond the su-
pervisor’s control. Nevertheless, they may significantly atfect employee morale.
Examples of such external tactors are tamily relationships, care ot children or
elderly parents, financial difticulties, problems with friends, vehicle breakdowns,
and sickness or death in the family. What happens at home can change an em-
ployee’s feelings very quickly. An argument before work may set the tone for the
rest of the day. Even headlines in the morning newspaper may depress or uplift.

Company conditions can also influence morale. Examples of internal factors
are compensation, relations with co-workers, and working conditions. These
tactors are partially or fully within the supervisor’s control. For example, when
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FIGURE 11.3 Dark clouds affect on-the-job performance
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compensation is adequate, other factors may be more significant, but even when
wages are good, morale can sink quickly when working conditions are neglected.
The critical tactor is whether the supervisor tries to improve working condi-
tions. Employees often will perform well under undesirable conditions and still
maintain high morale and engagement when they believe their supervisors are
seriously trying to improve work conditions.

MORALE, ENGAGEMENT, TEAMWORK,
AND PRODUCTIVITY RELATIONSHIPS

Workplace morale tends to be contagious, as does engagement, and this conta-
gion works in both positive and negative ways. When managers select and hire
employees who are enthusiastic and interact with those workers using the strate-
gies described earlier, the workers become committed and driven as they gain
tenure in the company. If supervisors provide those workers with opportunities
to influence others in their work groups, their positive morale and work ethic
often rubs off. Recall our discussion of informal organizations in Chapter 9.
In most organizations, informal groups form organically, and certain people in
those groups naturally emerge as leaders. When supervisors position informal
leaders where they can share their energy and commitment and inspire others,
entire teams’ engagement levels are often elevated. Further, in a team environ-
ment, managers can create teams whose members have different strengths and
assign team roles based on strengths and encourage co-workers to understand
and engage each others’ strengths so that the team’s talents complement each
other, thereby increasing the team’s pertormance. In a similar way, when actively
disengaged workers emerge as leaders in teams and informal groups, they model
behaviors and attitudes such as complaining, absenteeism, and negativity to-
ward management that can frustrate and demotivate others in the group, thus
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decreasing everyone’s productivity. Clearly, choosing engaged team leaders is the
right choice.

Teamwork is often associated with morale, but the two are not the same.
Morale refers to the attitudes and feelings of employees, whereas teamwork
relates primarily to the degree of cooperation among people who are solving
problems and accomplishing objectives. Good morale and high engagement
help achieve teamwork, but teamwork can be high when morale and engage-
ment are low. Such a situation might exist when jobs are scarce and employees
tolerate bad conditions and poor supervision for fear of losing their jobs. On
the other hand, teamwork may be absent when morale is high and is accom-
panied by high engagement. For example, employees working on a piecework
basis or salespeople being paid on straight commissions are typically rewarded
for individual etforts toward achieving the company’s objectives rather than for
group performance.

There is substantial evidence to suggest that, in the long run, employees with
high engagement tend to be highly productive. That is to say, highly engaged,
self-disciplined, mission-driven groups of employees tend to do more satisfactory
work than those from whom the supervisor tries to force performance with little
regard for the employees themselves. When supervisors are considerate of their
employees, recognize their efforts, build on their strengths, and encourage posi-
tive attitudes among them, there tends to be greater mutual trust, lower absentee-
ism and turnover, and fewer grievances.?” Regardless of its other effects, there is
little question that a high level of engagement tends to make work more pleasant
for employees and their supervisors.

THE IMPACT OF DOWNSIZING AND
OUTSOURCING ON MORALE

The magnitude of downsizing is nothing compared with the impact of outsourc-
ing. According to recent studies, 75 percent of U.S. and European multinational
companies Nnow use outsourcing to support administration of their retirement
plans, 52 percent use outsourcing to manage health and welfare plans, and many
expect to increase their use of outsourcing.*® Qutsourcing is not limited to the fi-
nancial field. Information technology (IT), call center operations, and production
processes have been a favorite targets of the outsourcers.

Consider the following scenario: It was a beautiful morning, on August 5,
2011, when Gary, aged 39, married with two small children, ages 7 and 4, left
home for his software development job. He usually arrived at work early on
Friday so that he could leave early and get home to spend some time with his
children. Shortly after 8:00 A.m., Gary and thirty-one of his software develop-
ment and IT team members were summoned into the conference room. The
announcement came as a shock. Effective immediately, his job, as well as those ot
his colleagues, was eliminated. That day was his last day of work. The employees
were escorted from the facility, told that their personal effects would be boxed
up, and that they could come back for them at 4:30 r.m. They were informed of
the day and time for their scheduled exit meetings with human resources. Their
meetings with HR would clarify what severance they might be entitled to, if any.
The work would still need to be done, but not in the United States. Their work
projects had been offshored to India. The story of Gary and his colleagues has
been repeated over and over during the last several years. After thirteen years of
service with the same company, what would he do? Where would he go?
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Clearly, these events have disturbed workers deeply. Many downsized and/or
outsourced employees feel they might never again find jobs like those they had.
The survivors—those who remain in the downsized workplace—worry about
being laid off and are concerned about the future of their firms. Employees have
lost trust in their organizations and their leadership. As one study reported:

A worker’s ability to form “best” friendships at work is among the
most powerful of twelve indicators of a highly productive workplace.
Workplaces with low turnover and high customer satisfaction,
productivity, and profitability also tended to be places where employees
reported having a best friend present.”’

Downsizings and outsourcings force employees to sever workplace friend-
ships. Those who remain suffer from what has been termed survivors’ syndrome.
Few companies are prepared to address widespread employee fears and insecuri-
ties. However, some firms have developed training programs and have provided
counseling services to plan for and implement job reductions and to help surviv-
ing employees cope with the atterettects of downsizing. A detailed discussion of
these types of programs is beyond the scope of this text, but among the recom-
mended strategies are (1) early and ample communication with clear and specific
details concerning which jobs have been eliminated and, more important, why
they have been eliminated, and (2) working with surviving employees to develop
the new short-term objectives that will help those employees focus on activities
and targets over which they have some control.’? Here, as in many other situa-
tions, first-line supervisors play a crucial role in intluencing employee morale.

ENGAGEMENT SHOULD BE EVERYONE'S CONCERN

Jim Clifton, chairman and CEO of the Gallup, Inc., contends that “How employees
feel about their job starts and ends with their direct supervisor. If employees feel,
among other things, that their supervisor takes a real interest in their development
or offers frequent [authentic] recognition, they are very likely to be engaged.””!
Every manager, from the chief executive down to the supervisor, should be
concerned with the engagement level of the worktforce. It should be a priority to
develop and maintain employee engagement at as high a level as possible.

It should be clear that the actions of the first-line supervisor, probably more
than anyone else, influences engagement and morale in day-to-day contact with
employees. Bringing engagement to a high level and maintaining it is a continu-
ous process; engagement cannot be achieved simply through short-run devices,
such as pep talks or contests. High engagement is slow to develop and difficult to
maintain. The level of morale can vary considerably from day to day. Morale is
contagious in both directions because both favorable and untavorable attitudes
spread rapidly among employees. Unfortunately, it seems to be human nature for
employees to quickly forget the good and long remember the bad when it comes
to factors influencing their morale.

The supervisor is not alone in desiring high engagement and positive morale.
Employees are just as concerned with engagement because it is paramount to
their work satisfaction and achievement. Feeling engaged helps to make the
employee’s day at work a pleasure, not a misery. Positive morale and high
engagement are also important to an organization’s customers. Customers can
usually sense whether employees care about their satisfaction and are serving
them enthusiastically or are just going through the motions.
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Because of widespread concern about deteriorating employee morale and the

disengagement of many workers, many firms have launched programs and efforts

Workplace spirituality that collectively have been called workplace spirituality. This term essentially
Organizational effortstomake  coyers organizational efforts that are designed to make the work environment

the work environment more oot d . b ] . d : : le% d 1
meaningful and creative b},-’ more meaningiul an creartive Y recognizing an tﬂpplﬂg 1Into pPeEoOplLE S deeply

relating work to employees’ held values and spiritual beliefs. Some believe that spirituality can improve em-
EE:’,ﬁ“a' values and spiritual ployees’ personal lives and mental outlook and that this outlook might translate
eliefs

to a better work environment.’?

Listen carefully to what Ben Cohen, co-founder of Ben & Jerry’s Homemade
Ice Cream Company, had to say: “At Ben & Jerry’s, we learned that there’s a
spiritual life to businesses as there 1s in the lives of individuals. As you give,
you receive. As you help others, you are helped in return.””? When some people
accused Cohen and co-founder, Jerry Greentield, of doing “nice things” only to
sell more ice cream, Cohen responded, “We did what we believed in; it just hap-
pened to sell more ice cream. Our actions are based on deeply held values. We
are all interconnected, and as we help others, we cannot help but help ourselves.
Creating a consonance of values with employees and customers builds loyalty
and even more value.”’*

4 Discusstechniques | ASSessing Employee Engagement

for assessing em- _ _ _ o

ployee morale, Most firms believe that, if they are to succeed, employee engagement is important
including observa- in the long run. That said, we can only manage what we can measure. Measuring
tion and employee engagement is complicated and somewhat elusive because, as Kevin Kruse, author
attitude surveys. of Employee Engagement 2.0, states, “Engagement is a feeling just like love is a

feeling. And how in the world can we measure the amount of love someone feels?
[t would be silly to say, “Today the amount of love I feel for my wife is 3.8.7°°
Kruse explains that like with other emotional states, an observer would know
engagement if he or she saw it. There are behaviors that demonstrate engagement
or lack of it, in other words, proxy measures.

An employer can observe when a worker puts in extra effort, i1s proactive
and creative in solving problems, and encourages co-workers. A number of sur-
veys comprised of proxy measures for engagement have been developed and are
widely used to assess organizations’, teams’, and individuals’ levels of engage-
ment. The survey data, along with real-time, observable measures of engagement
provide supervisors with a relatively strong measure of employee engagement.
Employers can then analyze these measures relative to employee and organiza-
tion performance 1n areas such as attendance, turnover, sick leave use, productiv-
ity, and profit margins to create action plans for improvement. Supervisors are
advised to approach engagement measurement systematically to assess prevailing
levels and trends. The two most frequently used techniques—(1) observation and
study and (2) engagement surveys—warrant a closer look.

OBSERVATION AND STUDY

By observing, monitoring, and studying patterns of employee behavior, a supervi-
sor often can discover evidence of employee engagement. The supervisor should
closely monitor such key indicators as job performance levels, tardiness and ab-
senteeism, the amount of waste or scrap, employee complaints, and accident and
satety records. Any significant changes in these indicators should be analyzed be-
cause often they are related to engagement. For example, excessive tardiness and
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absenteeism seriously interfere with job performance. If the reasons are related to
the employee’s feelings of engagement, the supervisor should determine, through
conversation with the employee, whether the causes are within the supervisor’s
span of control and follow-up accordingly.

Specific behaviors in the workplace also provide insight into employee en-
gagement levels. Entrepreneur Lisa Horan suggests that supervisors should
consider the extent and character of employee communication—are employees
pleasant and fair, do they engage in conversation, and share ideas? Also, Horan
advises supervisors to study employee choices on a day-to-day basis to observe
the decisions they make on a consistent basis to see the extent to which deci-
sions are appropriate and focused on achievement and performance.’® Gazelle
CEO Verne Harnish proposes that real-time assessment of employee engagement
1s critical to organizational performance because using just surveys to assess en-
gagement is “like driving your car by only looking in the rearview mirror. By the
time you get the results, most of the ‘accidents’ have already happened: grumpy
employees have already alienated customers, incompetent managers have killed
productivity, and the best talent has left tor the competition.” Harnish recom-
mends that supervisors adopt analytic tools such as NetPromoter System to track
progress toward goals and priorities and MoodApp or TINYPulse to quickly
measure morale on-the-spot through daily questions on touch pads or mobile
devices. He cautions that those practices cannot substitute for regular conversa-
tions with employees and suggests three simple questions managers should ask at
least one employee each week: “What do we need to start doing, stop doing and
keep doing?”>” The combination of data can provide a rich, timely perspective of
employee engagement, which can be combined with engagement survey data to
be used for organizational planning and development.

Overloading an employee with
too much work can deflate his
or her morale

Keith Brofsky/Photodisc/Getty Images
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Daily working relationships offer numerous opportunities for a supervisor to
observe and analyze changes in employee engagement and morale. However, many
supervisors do not take time to observe; others do not analyze what they observe. It
is only when engagement and/or performance clearly drops that some supervisors
first take note. By then, the problems that caused the changes probably will have
magnified to the point that major corrective actions are necessary. As is often the
case in supervision, an ounce of prevention is worth more than a pound of cure.

Many companies conduct exit interviews with individuals leaving their em-

Exit interviews ploy. Exit interviews are usually conducted by a HR staff person, although some-
Interviews with individuals who  times, especially in small firms, the supervisor may fill this role. The interviewer
leave a firm that are used to . : ; . e
Sccoce morale and the reacons  asks why the person is leaving and about the person’s perceptions of the firm’s
for employee turnover conditions. Results of exit interviews are used to assess morale in the firm as a
whole or in certain departments of the firm, as well as to identity reasons for

employee turnover.

Attitude survey Another technique to assess employee engagement is an attitude survey, also
ggg‘"’?‘;’;i{‘;‘@ﬁiﬁ‘”’ﬁﬂ5 called an engagement survey or morale survey. All employees, or a sample of the
U . T : .
Drganizatijﬂn i E:E ke e_mplny'ees, are ask.ed to express their opinions abput Major aspects of organiza-
to assess engagement and tional life, usually in the form of answers to questions or rating scales printed on
morale a survey form or presented in electronic format to be completed online using a

computer or mobile device. The survey questionnaire elicits employee opinions
about such factors as management and supervision, job conditions, job satisfac-
tion, rewards and incentives, recognition, co-workers, pay and benefits, job se-
curity, and advancement opportunities. Often engagement surveys also include
items asking whether employees feel a sense of belonging, whether they would
promote the organization to others, and if they feel committed to the company
and its mission.>®

Employee attitude surveys are rarely initiated by a supervisor. Usually, they
are undertaken by top-level management and are prepared with the help of the
HR department or an outside consulting firm.?” The survey questionnaire should
be written in language that is appropriate for most employees.

Attitude surveys or questionnaires may be completed on the job or in the pri-
vacy of the employee’s home, and they are often offered online. However, if using
a traditional paper questionnaire, some organizations prefer to have employees
answer these questionnaires on the job because a high percentage of question-
naires that are taken home or mailed are never returned. On the other hand, a
possible advantage of completing the questionnaire at home 1s that employees
may give more thoughtful and truthful answers. Regardless of where they are
completed, questionnaires should remain anonymous. However, some surveys
may ask employees to indicate their departments.

Many attitude survey forms allow employees to choose answers from a list.
Other forms that are not so specific give employees the opportunity to answer as
freely as they wish. Because some employees may find it ditficult to express their
opinions in sentences or to fill in answers, better results usually are obtained with
survey forms on which employees simply check the responses that correspond to
their answers.

Attitude surveys, like any other surveys, are limited by their ability to report
workforce engagement and summarize employee sentiments at a specific moment
in time. An 1solated incident or organizational change may have temporary et-
fects on morale or long-term impacts on engagement, neither of which can be
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measured with a single survey. Supervisors might consider using attitude surveys
on an annual or semiannual basis as part of continuous improvement processes
to monitor shifts in organizational or departmental culture and climate that
might erode engagement over time. This long-term data can be used to identify
specific problems and make proactive changes accordingly.

FOLLOW-UP OF SURVEY RESULTS

The tabulation and analysis tasks of questionnaires usually are assigned to the
HR department or to an outside consulting firm. Survey results are first pre-
sented to top-level and middle-level managers and eventually to departmental
supervisors. In some organizations, survey results are used as discussion materi-
als during supervisory training. What happens to the survey results next can have
dramatic impact on employee engagement. If the survey results are then put on a
shelf, the survey has done nothing to help the organization. Survey results should
be used as a tool, a baseline for problem solving and action planning efforts that
will increase engagement and morale across the organization.

Attitude surveys may reveal deficiencies the supervisor can eliminate. For
example, a complaint that there 1s a lack of soap in the washroom can be re-
solved easily. Frequently, however, responses are difficult to evaluate, such as a
complaint that communication channels are not open to employees. Such com-
plaints raise more questions than answers and may necessitate a careful study of
existing policies and procedures to see whether corrective actions are warranted.

It the attitude survey reveals that the problem can be corrected at the de-
partmental level—perhaps with a supervisor—the solution should be developed
and implemented by the involved supervisor. A broader problem, however, that
requires the attention of higher-level managers should be reported to the ap-
propriate manager for action. When supervisors and higher-level managers do
not make needed changes as a result of a survey, the survey wastes time and
money. In fact, if no changes materialize, or if changes are not communicated
to employees, morale may decline after the survey and engagement levels will
not change. Employees may feel that their problems and suggestions have been
ignored. Therefore, whenever possible, concerns or dissatistactions expressed in
an attitude survey should be addressed promptly by managers and supervisors.
At a minimum, employees should be informed that management is aware of the
dissatisfactions and will work to change things by some future date.

ORGANIZATIONAL DEVELOPMENT

Many companies follow up their attitude surveys with feedback meetings and
conference sessions with groups of employees and supervisors. Typically these
meetings are conducted by outside consultants or by staff members from HR
or some other department. In these meetings, the results of attitude surveys are
discussed and debated openly. The groups are expected to recommend improve-
ments, which are forwarded anonymously to higher-level management for con-
sideration and possible implementation.
This approach is often part of a broader concept that also has become wide- .

‘ " ; 8 Organizational
spread in large enterprises. Known as organizational development (OD), or development (OD)
process consultation, this concept usually involves group meetings under the  Meetings with groups under
guidance of a neutral conference leader. The groups may consist of only employ-  the guidance of a neutral
ees, employees and supervisors, only supervisors, only higher-level managers, or SISl Easiie o

g ; , . problems that are hindering
whatever composition is appropriate. For the most part, these meetings focus on  organizational effectiveness
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solving problems that may be hindering work performance or causing disruption,
poor coordination, inadequate communication, or strained personal relations.
When there is frank discussion in a relatively open and informal atmosphere,
individuals tend to open up about what really is on their minds and what might
be done to solve problems and reduce conflict. OD can take numerous forms
that are beyond the scope of this text.®” However, supervisors may be involved
in OD efforts because these programs can improve morale and organizational
effectiveness.

5 Understand why The Supervisor's Counseling Role

counseling is an fieso b b I i h : .
important part of Counseling 1s not the same as coaching. In counseling, the supervisor tries

the supervisor’sjob.  t0 address on-the-job performance problems that result from an employee’s
personal problems.®! As described in Chapter 12, an employee’s performance
problems may stem from a job-related personal problem, such as the failure to

Counseling _ _ _ _ : : .
An effort by the supervisor get a promotion, or from an oft-the-job situation, such as a financial crisis due
to dfc‘ﬂ' with Gﬂ"tﬁ"jﬁb 1 to divorce. When not addressed, these problems can impede morale, engage-
S;rt?jzgzﬁ g;ﬂaﬂinni[m;;ejs ment, and quality of work. Therefore, the supervisor must help the employee
personal problems return to productivity. The most etfective way to get an employee back on track
is to counsel—to ask, listen, reflect, and encourage. A counseling interview is
Counseling interview essentially nondirective; the supervisor serves primarily as an empathetic listener,
Honcliedive IntRnview and the employee is encouraged to discuss the problem frankly and to develo
during which the supervisor ; Py 5 P y P
listens empathetically and solutions.
encourages the employee to By being a good listener, the supervisor can find out what happened and may

discuss problems openly and to

deminialutions help the employee develop alternatives. For example, consider Laura, an X-ray

technician at Anderson Memorial Hospital, who is upset because of a personal
financial crisis. She and her husband recently filed bankruptcy under Chapter of
the federal Bankruptcy Code. To compound the problem, Laura’s bankruptcy fil-
ing was listed in the local newspaper, announcing to the community her family’s
current debt of $140,000 and assets of $20,000.%* This public information has
resulted in Laura’s fellow employees giving her pitying looks and shaking their
heads as they pass her in the hallway. She can just imagine them thinking to them-
selves, “How can Laura be so stupid?” Because of this crisis, Laura’s work perfor-
mance is showing a marked decline. She spends more of her time thinking about
how to solve her financial problems than she does thinking about her work.

Laura’s counseling interview might begin when the supervisor addresses a
performance problem and expresses concern: “Laura, I’'m concerned about your
performance. You were late for work two days last week, and the Finegan report
did not get done. Could you explain?” The supervisor should listen carefully and
without interruption to understand Laura’s perspective. In Chapter 6, we dis-
cussed the importance of paraphrasing and reflecting to improve understanding.
Paraphrasing involves expressing, in different words, Laura’s response, such as,
“Let me see if I understand what you’re saying. . ..” A tollow-up question might
be, “Why do you feel that way?” Through retlection, the supervisor can help
Laura talk about her feelings.

The supervisor may discuss with Laura possible ways to obtain financial
assistance. The supervisor should not offer specific advice because it might
bring unwanted repercussions. If Laura is dissatisfied with the results of follow-
ing a supervisor’s advice, for example, she might blame the supervisor, which
would complicate an already difficult situation. If Laura’s problem is beyond the
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supervisor’s expertise, perhaps the supervisor can arrange for Laura to get help
from a professional or refer her to the HR department where assistance may
be available. For example, many employers provide assistance and referral ser-
vices for employees with personal problems. Many large employers also have
employee assistance programs (EAPs), which are discussed later in this chapter.
Regardless, the supervisor’s job is to help the employee explore alternatives and
choose the course of action that is best for the particular situation.

Aside from conducting a private counseling interview or referring the employee
to some source of assistance, there may be little else the supervisor can do to cope
with the factors affecting an employee’s morale. The supervisor’s main role is to
help get the employee’s performance back to an acceptable level. Figure 11.4 pres-
ents a roadmap to guide your steps when dealing with employee problems.

FIGURE 11.4 Steps in the counseling process

personal 3 Counseling
problem
Interview techniques
) .
Ask .
Listen Paraphrase
n:z::i::;d empathetically reflection
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) Identifyprl.::gr?ms Supporting and Helping Employees with
that organizations — * paLsanal and Work-Related Problems

use to help employ-
As discussed previously, the supervisor may refer an employee to the HR depart-

ees with personal
ment or to a designated manager who will conduct the counseling interview and

and work-related
problems. make helpful suggestions.

FAMILY AND MEDICAL LEAVE PROVISIONS

If the employee’s problem involves requesting a leave of absence due to sickness
or family considerations such as childbirth or caring for a seriously ill member of
the immediate family, the supervisor normally should refer the request to the HR
department or to higher-level managers. Many employers, in connection with the
federal Family and Medical Leave Act (FMLA), have developed policies for han-
dling such requests. Passed in 1993, the FMLA generally requires employers with
fifty or more employees to grant up to twelve weeks of unpaid leave to workers
for various reasons, particularly serious medical problems experienced by em-
ployees or their families, and the births or adoptions of children. Paid sick leave
or vacation time under a company policy may be substituted for the unpaid leave
allowed by the FMLA.%3 Because major changes to FLMA came into effect on
January 16, 2009, supervisors should rely on the advice of HR or the company’s
legal counsel for interpretation of the regulations. Clearly, the leave policies must
be applied consistently and uniformly in the organization.

EMPLOYEE ASSISTANCE PROGRAMS

Many organizations, especially large corporations and major government agen-
Employee assistance cies, have adopted employee assistance programs (EAPs). These programs
programs (EAPs) typically involve a special department or outside resources retained by the
Company programs to help 2 h , ;. ( l s oml & . f bl :
employees with personal irm to whom supervisors may refer employees with certain types of problems.
or work-related problems Alternatwely, EmplDyEES may seck help on their own from the EAP, or thﬂy

that are interfering with job may be referred to the EAP by other sources, such as their union. Most EAPs

performance . : ‘ X ;
provide help for alcoholism and substance abuse; marriage, childcare, and family
problems; financial questions; and other personal, emotional, or psychological
problems that may be interfering with job performance.

The supervisor’s role in an EAP is essential to the program’s etfective-
ness. The supervisor must be alert to signs that an employee may be troubled,
even though the supervisor may have tried to respond to the employee’s work
performance using normal supervisory procedures. For example, a supervisor
may be concerned about an employee’s recent poor attendance and low produc-
tion at work. The supervisor may even suspect that the employee is struggling
with an alcohol-related problem or substance abuse. Drug and alcohol abuse
costs American businesses almost $100 billion in lost productivity annually.
Employers also incur hidden costs related to tardiness, absenteeism, health care
benefits, and turnover.®* The American Council on Drug Education reports that
drug abusers are

® 10 times more likely to miss work,
® 3.6 times more likely to be involved in on-the-job accidents,
® 5 times more likely to file a workers’ compensation claim,
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® two-thirds as productive, and
® responsible for health care costs that are three times as high.®

When talking with the employee, the supervisor should focus primarily on the
person’s poor or deteriorating job pertormance and then suggest the EAP services
that might be of help.

Most EAPs emphasize the confidential nature of the services. Supervisors
should discuss this confidentiality with employees and assure them that no
stigma will be associated with their seeking EAP help. However, the supervisor
should inform an employee who refuses EAP assistance and whose work perfor-
mance continues to deteriorate that such a refusal might be a consideration in a
termination decision.

WELLNESS PROGRAMS

Another approach used by some firms, often where EAPs are in place, is the well-  wellness program
ness program. The Towers Watson 2013 Global Benefits Attitude Survey found  ©rganized effort by a firm to
that workers’ wellness is directly related to performance, both employee perfor- Eeipemp!oyee; getand stay
_ - ealthy to remain productive

mance and organizational performance. The survey identified seven lifestyle risk  © Michael Newman/PhotoEdit
factors that decrease productivity even in the best-equipped workforces: stress,
obesity, lack of physical activity, poor nutrition, tobacco use, presenteeism, and
substance abuse, which have dire, yet often preventable consequences for work-
ers and organizations.

In order to comprehensively empower workers tor success, employers are
torced to consider how they can address these risk fac-
tors by promoting and supporting employee wellness.
Companies are recognizing this growing challenge and
are committed to helping by providing wellness pro-
grams for employees. A wellness program is essen-
tially a firm’s organized etfort to help employees stay
healthy physically and mentally so they can stay pro-
ductive and engaged, and to reduce employer health
costs. Wellness programs vary, but they often focus on
areas of recovery and prevention of chronic, prevent-
able health problems. Wellness programs can include
exercise facilities, counseling, and other resources,
both on company premises and elsewhere. New well-
ness technologies provided within contracted wellness
services can actively engage workers with wellness
programs by providing tools to build healthy hab-
its, incentives for participation, and tracking tools to
manage chronic health conditions, as well as securely
report data to employees’ medical providers. For just
a tew dollars per employee, companies can help work-
ers be proactive in improving their health and substan-
tially reducing health care costs for the organization.®’
In some firms, corporate wellness programs are viewed
as an employee benefit, but for the most part, they are
directed efforts by the firm to improve employee health
and safety, which should positively impact engagement
and work performance.®®

A wellness program might

66 include a gym membership to
encourage exercise and overall
good health.

SW Productions,/Photodisc/Getty Images
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PAID TIME OFF (PTO)

It is well known that all work and no play will negatively impact the best of
us. We all need time to pause, relax, and recharge our batteries. Did you ever
wonder why schools have a spring break? How do you spend your time off? We
suspect that you use it tor personal reasons. The same is true for employees. Did
you ever know an employee who used a sick day to tend to personal business?
Of course, we all do. Anderson Memorial Hospital recently eliminated the dis-
tinction between vacation, sick, and personal days by granting employees paid

time off.
Paid time off (PTO) program Increasingly, companies are developing paid time off (PTO) programs
PTO allows employees to where employees can use their accrued time off for personal reasons rather
establish a personal time-off h lelv for ill ) : PTO : lac b
pank that they can use forany ~ than solely for illnesses or vacations. programs are in place at about one-
reason they want third of the companies that responded to a recent SHRM Benefits Survey.®’

Under the PTO plan, employees can take time off with pay as needed with-
out the restrictions imposed by traditional time-off policies. Anderson Memo-
rial employees get days in their personal leave bank and make withdrawals
as needed. At Anderson, the average employee previously received ten days of
paid vacation, five sick days, and three personal days. Now employees receive
eighteen days of personal time to use as they wish. It eliminates the problem
of employees calling in sick when they want to play golf. PTO plans should be
coordinated with FMLA, and employees have more control over how they use
their time-off days.

GOOD SUPERVISION IS THE FOUNDATION
FOR HIGH ENGAGEMENT

All aspects of good supervision impact employee engagement as it relates to
job conditions. However, perhaps the most signiticant day-to-day intluence
on employee engagement is the supervisor’s general attitude and behavior in
departmental relationships. When a supervisor’s behavior indicates he or she is
suspicious of employees’ motives and actions, low morale will likely result. When
supervisors act worried or depressed, employees tend to follow suit. When super-
visors lose their temper, some employees also may lose theirs. Conversely, super-
visors who show confidence in their employees’ work and commend employees
for good performance reinforce their positive outlook.

This does not mean that a supervisor should overlook difficulties that are
present from time to time. Rather, it means that if something goes wrong, the
supervisor should act as a leader who has the situation in hand. For example,
supervisors often will be called on to mediate conflict among their employ-
ees. The supervisor should demonstrate the attitude that the employees will be
relied on to correct the situation and do what is necessary to prevent similar
situations.

Supervisors should not relax their etforts to build and maintain high employee
engagement. However, they should not become discouraged if morale drops from
time to time, because many factors impacting morale are beyond their control.
Supervisors should always maintain a focus on building high engagement in the
long-term. We have found that effective supervisors embrace that old saying, “If
it [high engagement] is to be, it is up to me!”
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Work groups are typically formed to provide com-
panionship and identification, behavioral guide-
lines, problem-solving help, and protection. Various
factors can contribute to the cohesiveness and
functioning of the work group, including the group’s
status, size, personal characteristics, location, and
previous successes. Work groups can significantly in-
fluence employee attitudes and job performance, a
reality supervisors must recognize and be prepared
to address.

At any time, an employee may be a member of
a command group, a task group or cross-functional
team, a friendship group, or a special-interest group.
Command and task groups are based primarily on
job-related factors. Friendship and special-interest
groups mainly reflect personal relationships and
interests. Employees who are dissatisfied with their
jobs or working conditions, or fear losing their jobs
due to outsourcing or economic downturn, may be
attracted to form a special-interest group, for ex-
ample, a labor union. As a supervisor, you need to be
aware of any hint of employee dissatisfaction that
may lead to a unionizing effort. There is increasing
use of customer-satisfaction teams, which may in-
clude customer and supplier representatives. Partici-
pation in each of these work groups can influence
worker attitudes and productivity in different ways.
Supervisors should be sensitive to all these groups
and how they impact their employee members.

The Hawthorne Studies demonstrated that work
groups can positively or negatively influence em-
ployee performance. To influence work groups
positively, supervisors should review the keys to
effective team building. Teams should be relatively
small, and members must have the necessary skills
and be committed to specific and realistic objec-
tives. Organized participative management pro-
grams primarily involve building effective teams to
work on tasks that will improve work performance
and customer service. While work teams are con-
vened with the expectation that the group will
take charge of accomplishing a specific task, the
supervisor still plays an important role in providing
direction, feedback, accountability measures, and
coaching during the team development process

of forming, storming, norming, performing, and
adjourning.

Virtual or geographically dispersed work teams
(GDTs) are a way for organizations to leverage the
SKAs from workers located in all parts of the world.
For such programs to be effective, top-level and
other managers must give their full support and
encouragement.
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Members of these teams communicate electroni-
cally, so they rarely or never meet face to face. Thus,
the supervisor’s ability to communicate, build com-
mitment, and encourage collaboration is fundamen-
tal to the success of these teams.

Employee engagement is the level of emotional
commitment the employee has to the organization
and its goals. Morale is a composite of feelings and
attitudes of individuals and groups toward their
work environment, supervision, and the organiza-
tion as a whole. Morale can vary from very high to
very low and can change considerably from day

to day. Engagement is a more stable characteristic
that is driven by the level of support, encourage-
ment, and opportunity provided by supervisors and
managers. Everyone in the organization should be
concerned about engagement, although it is pri-
marily the direct supervisor who is, and should be
responsible for creating a climate that encourages
engagement. Morale can be influenced by factors
from outside the organization as well as by on-the-
job factors. Morale, engagement, and teamwork are
not synonymous, but high morale usually contrib-
utes to high productivity. The converse is also true;
employees with low morale seldom put forth their
best effort. Further, individuals with high levels of
engagement who assume leadership positions on
teams can positively influence the engagement level
and productivity of the entire team. Workplace spiri-
tuality is an effort to improve employees’ personal
lives and mental outlook.

Downsizing and corporate restructuring during
the past decade have created a legacy of fear among
workers. Supervisors must be aware of employee
needs, feelings, and perceptions because they
impact morale. In general, a supervisor’s attitude
and behaviors can significantly influence employee
engagement and morale.

Perceptive supervisors who regularly interact with
employees can detect changes in engagement by
monitoring employee behaviors and such key in-
dicators as absenteeism and performance trends.
The attitude survey is another method of assessing
engagement and, when used over time, monitor-
ing trends that reflect engagement changes in the
workforce. When possible, supervisors and higher-
level managers should correct problems that have
been brought to their attention through the survey.
A participative approach is desirable when consid-
ering attitude survey data, in which the supervisor
discusses the results with supervisors and em-
ployee groups and encourages them to recommend
changes and improvements.
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5. Supervisors adopt the counseling role when they

deal directly with employee performance problems
that are influenced by personal problems. If these
problems are not addressed, employee morale, work
quality, and productivity can be negatively affected.
When a supervisor recognizes an employee perfor-
mance problem, it is important to use empathetic
listening, reflective questioning, and direct com-
munication, and refer the employee to additional
sources of assistance as directed in established
employee support policies. Sound interviewing

and communication practices are the foundation of
counseling.

Supervisors should be aware of the Family and
Medical Leave Act (FMLA) and the company’s re-
lated policies in case an employee requests a leave

Attitude survey (p. 428)

Collaborative workplace (p. 415)
Command group (p. 409)

Counseling (p. 430)

Counseling interview (p. 430)
Employee assistance programs (EAPs)

Exit interviews (p. 428)

1.

Morale (p. 420)

(p. 429)
(p.432)

WHAT HAVE YOU LEARNED?

What are some of the most common reasons for form-
ing work groups? What are some factors that make a work
group cohesive? Is work-group cohesiveness always desir-
able? Discuss.

Consider a team (work group) of which you are presently a

member,

a. Describe the group dynamics of this team. Use Tuckman
and Jensen'’s stages of group development to identify
the current stage of the group.

b. Is your team successful? Why?

c. What are some reasons that your team might not be
achieving to its full potential?

d. What steps should you be taking to make the team
more successful, that is, a high-performance team?

Imagine that you are located in El Paso, Texas, with respon-
sibility for managing a customer-service call center. Your
team members are located in El Paso; Calcutta, India; and
Teresopolis, Brazil. What are the strengths and shortcomings
of using GDTs to provide customer service? Suggest specific
leadership and team-building strategies you will use to fa-
cilitate the development and performance of your team.

Friendship group (p. 410)
Groupthink (p. 408)
Hawthorne Studies (p.411)

Organizational development (OD)

Paid time off (PTO) program (p. 434)
Special-interest group (p. 410)

Part 3: Organizing, Staffing, Managing and Measuring for Success

of absence due to personal sickness, childbirth, or
other family medical concerns. To help employees
with personal and work-related problems a su-
pervisor would not be competent to handle, some
organizations have employee assistance programs
(EAPs) and wellness programs. EAP efforts typically
help employees solve problems that detract from
job performance, with the goal of restoring those
employees to full capabilities that meet acceptable
work standards. Wellness programs aim to promote
and maintain proper physical condition and other
personal or health habits that will tend to keep
employees healthy and productive on the job. Paid
time off (PTO) programs are increasing in popularity
as employers recognize the need of employees to
take time off for personal reasons rather than solely
for illnesses and vacations.

Synergistic effect (p. 415)

Task group or cross-functional team
(p. 409)

Teamwork (p. 415)

Virtual or geographically dispersed team
(GDT) (p. 417)

Wellness program (p. 433)

Workplace spirituality (p. 426)

4. Define and differentiate between employee morale and

employee engagement. What are the factors that influence

employee engagement? Morale?

a. What is the direct supervisor’s role in building and-
maintaining employee engagement?

b. What should a supervisor do to minimize the influence
of external factors on an employee’s work?

c. Discuss the impact of downsizing on employee
engagement and supervisory responses to the effects of
downsizing.

. Picture yourself as a newly hired X-ray department manager

in a regional health care system. During your first few weeks
of conversations with employees, you notice an undertone
of fatigue and frustration and you notice productivity drop-
ping. What steps can you take to identify the causes of this
low engagement, and how might you go about improving
the climate of your workplace?

. Discuss the use of employee assistance programs (EAPs)

and wellness programs. What should a supervisor do when
an employee requests a family or medical leave?
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