
CURRENT TRENDS IN SUPERVISION

Topic Objective:

At the end of this topic student will be able to:

 Illustrate what a job in management actually involves and that management is not for

everyone.

 Illustrate what a management job actually involves, and to explore if that is the type of job

they would be interested in.

 Familiarize students with the role that personality plays at work, and to introduce the concept

of there being multiple perspectives on this topic

 Apply a personality assessment to the workplace, analyzing it in the context of career

implications.

 Provide students with a tangible, real-world application of how personality impacts our

thoughts and behaviors when analyzing a problem or a situation.

 Identify the four functions in the management process.

 Explain why the supervisors role is considered ambiguous.

 Describe the four essential supervisory competencies.

 Identify the elements that are necessary to be a successful supervisor.

Definition/Overview:

Supervisor: A supervisor, foreman, foreperson, team leader, overseer, cell coach, facilitator,

or area coordinator is a manager in business. The US Bureau of Census has four hundred

titles under the supervisor classification.

Key Points:

1. Responsibilities of Supervisor

A supervisor in the workplace has four distinctly separate sets of responsibilities. The

supervisor's first duty is to represent management and the company. It is the supervisors job

to organize his/her department and employees, visualize future impacts and needs, energize

the employees to get their tasks done and supervise their work ensuring that the productivity

and quality standards are met. To ensure that this is done, the supervisor makes certain that

his employees have the training, the tools and the material that they need to carry out their
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duties. Another important part of the job is to act as a middleman and buffer between the

employees who actually do the job and the rest of the organization. The supervisor makes

sure that his employees pay is correct, their vacation pay arrives on time and they receive

proper care if they get injured on the job. The supervisor also has legal responsibilities to

ensure that his area of responsibility is free of safety violations, all employees received

proper training and that all human rights are upheld. Supervisors are also responsible for the

health and safety of all their subordinates and to ensure that they work in a harassment-free

environment. It is also the supervisors responsibility to develop all the potential leaders that

work under him/her so that the company can identify and place all the employees who

demonstrate that they have the interest and abilities to be promoted or transferred to better

positions.

2. Supervisor and Training

Supervisors often do not require any formal education on how they are to perform their duties

but are most often given on-the-job training or attend company sponsored courses. Many

employers have supervisor handbooks that need to be followed. Supervisors must be aware of

their legal responsibilities to ensure that their employees work safely and that the workplace

that they are responsible for meets government standards.

As the analysis notes, not everyone is motivated to perform managerial functions. The

instrument looks at six components that have been found to be related to managerial success,

especially in larger organizations. If you receive a high score, the bureaucracy is for you and

a low score; small entrepreneurial firms are more suited to you. This instrument is interesting

in light of the evolution of even larger organizations to working as teams or in a virtual

reality. Because of the changing nature of organizations from learning organizations to flat

structures, the approach to management is altered to one of coaching rather than directing.

Whether one is drawn to being a manager will depend to a large extent on the structure of the

organization.

Supervisors oversee the work of operatives. They are the only level of managers who do not

manage other managers. Additionally, unlike other managers, supervisors often do many of

the same tasks as the operatives they manage. Most likely, he or she will be all three; as

supervisor, the owner-manager will make sure the day-to-day operations are performed. As

middle manager, the administrative duties normally assigned to middle management will be

done by the owner-manager. And, because he or she, as owner, has developed, and continues
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to develop, strategies and objectives as well as policies to achieve those objectives, the

owner-manager is also top management. Planning, organizing, leading, and controlling are

the functions all managers must engage in (the Management Process). The emphasis given to

each varies according to the level of management.

Planning activities increase as one moves up the management ladder. Top managers are

concerned with strategic, long-term planning, while supervisors are more concerned with

short-term, tactical planning. Organizing activities increase in importance at higher levels of

management, centering on overall organization design, while supervisors are more concerned

with individual and work group designs. Leading activities are most important at the

supervisory level of management and decrease in important at higher levels, and controlling

activities are most important at higher levels of management. Being a good rank-and-file

worker does not mean youre going to be a good manager. In fact, quite often just the opposite

is true. Supervisors are usually chosen from the ranks because of their demonstrated ability to

get the job done. But doing the job is not the same as making sure the job gets done. This

takes management skills. Directing other peoples activities and behavior become crucial.

Without these skills, rank-and-file workers will have difficulty in managing other people.

Conceptual skills include the ability to analyze and diagnose complex situations. Top

managers are in a position to see the big picture and, because they are responsible for

strategic planning, their activities are more broadly defined, as they affect the entire

organization. Supervisors, on the other hand, are in the trenches. They are more concerned

with the technical skills needed to help workers get the job done.

1. A supervisor is a key person and just another worker.

Supervisors must play many roles and wear many hats. As part of the management team, the

supervisor is in the organizations formal chain of authority; i.e., the link between upper

management and rank-and-file employees. At the same time, supervisors are in the trenches,

concerned with the day-to-day activities crucial to the accomplishment of organizational

objectives. For this reason, they are often perceived as just another worker.
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Topic : Understanding Supervisory Challenges In The New Millennium

Topic Objective:

By the end of the topic the students will be able to

 had the effect of making American organizations more responsive

 Workforce diversity and challenges for supervisors

Definition/Overview:

Supervisor: A supervisor in the workplace has four distinctly separate sets of

responsibilities. The supervisor's first duty is to represent management and the company. It is

the supervisors job to organize his/her department and employees, visualize future impacts

and needs, energize the employees to get their tasks done and supervise their work ensuring

that the productivity and quality standards are met. To ensure that this is done, the supervisor

makes certain that his employees have the training; the tools and the material that they need

to carry out their duties.

Another important part of the job is to act as a middleman and buffer between the employees

who actually do the job and the rest of the organization. The supervisor makes sure that his

employees pay is correct, their vacation pay arrives on time and they receive proper care if

they get injured on the job.

The supervisor also has legal responsibilities to ensure that his area of responsibility is free of

safety violations, all employees received proper training and that all human rights are upheld.

Supervisors are also responsible for the health and safety of all their subordinates and to

ensure that they work in a harassment-free environment.

It is also the supervisors responsibility to develop all the potential leaders that work under

him/her so that the company can identify and place all the employees who demonstrate that

they have the interest and abilities to be promoted or transferred to better positions.
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Key Points:

1. Globalization has had the effect of making American organizations more responsive

to their customers

Aggressive foreign competition has forced American organizations to pay more attention to

the demand for better, higher-quality products. Both quality and service are expectations that

consumers are becoming more and more vocal about. And American companies are fully

aware that they must listen, just as their foreign competitors are listening.

2. Technology improvements sometimes hinder supervisory effectiveness.

Disagree: Information systems and automation make planning and controlling easier by

providing supervisors with quality information which enables them to formulate better plans,

make faster decisions, and monitor work activities on an as-they-happen basis. Agree:

Technology and automation are making organizations flatter, as better information systems

result in the need for fewer and fewer levels of management.The resulting increase in spans

of control is requiring supervisors to assume ever-increasing responsibilities, while reducing

the number of opportunities to advance up the management hierarchy. Supervisors must

realize that e-businesses tend to have a special culture, including informality in the

workplace, a focus on team spirit, pressure to complete projects timely, and a 24/7 work

mentality. Especially challenging might be the motivating of employees, who tend to be

susceptible to distractions such as cyber loafing in an e-business environment.

3. Workforce diversity and challenges for supervisors

The predominantly white, male heterosexual work force is a thing of the past.Females,

African Americans, Hispanics, Asian Americans, Native Americans, the disabled,

homosexuals, and heterosexuals are todays work force. Adopting organizational policies and

practices for dealing with them is one of the greatest human resource challenges ever to face

American managers. Supervisors are going to have to accept all others, alike or unalike, in

terms of what is wanted and needed to get the work done.

Different lifestyles, family needs, and work styles are going to have to be managed and

accommodated. Supervisors will have to be trained to deal with all of the diverse groups.

Continuous-improvement programs focus on incremental changes in the workplace; they are
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a constant approach to make things better. Work process engineering, on the other hand,

focuses on radical change, or an overall change in direction; this approach allows the

organization to quickly react to dynamic environmental changes. Tomorrows successful

supervisors will be those who have learned to adapt to the chaos of constant change and

uncertainty. They will be working in an environment changing at an unprecedented rate and

pace of change. This will require them to be flexible and smarter, to be better and faster

decision-makers, to manage resources more efficiently, and to be prepared for constant and

massive, even revolutionary, change. Again, answers will vary.Honesty, fairness, integrity,

adhering to company-prescribed ethical policies are all probable element. It might be

interesting to observe the answers of students who are employed as part-time, service-

oriented employees, and those who are employed in career-type organizations.

Entrepreneurs are an interest set of individuals. They do not take the inordinate risks that

most people associate with them. They take a risk on themselves, but often the idea is so solid

that it may fail but has a good chance of success. Entrepreneurs also like the fun of starting a

business, but often get bored once it is going well. Some then sell it to the employees and go

on to other venture. There is the tale of one entrepreneur who retired in his middle 30s. He

planned to golf everyday and just have fun relaxing. By the second day of golfing he was

bored. So he started another company and was much happier. He also did not want his kids to

think that you did not need to work in life, even if you are rich. He did not feel that a golfing

father was the only model he wanted to set for his children.

Topic : Establishing Goals

Topic Objective:

By the end of the topic the students will be able to

 To translate the concept of biorhythms into observable behaviors.

 Budgets are both a planning and a control device

 understand productivity is so important to organizations and their members
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Definition/Overview:

Biorhythms: This instrument is measuring. Are you best during the morning, the evening, or

in between? Can you schedule your work around your best times or do you work in a classic

8 A.M. to 5 P.M. job? Can you telecommute and work at 3:00 A.M. if that is your best time?

For years employer gave employees no choices as to time worked other than the time dictated

by the employer. Technology, higher rates of education, greater ability to move around from

job to job, difficulty in retaining talent employees, problems with attracting the skilled

workforce needed and other factors have shifted the balance of power somewhat between

employer and employee.

Key Points:

1. Productivity is so important to organizations and their members

Americas productivity is, after years of decline, rebounding. This enables American

companies to be more competitive, to offer better goods and services, and to be more

customer-oriented.A strong productivity base means more jobs, and higher levels of job

security. Long-term strategic planning sets the direction for all other planning. It requires top

management to define the organizations overall strategy and goals. The general plan is then

developed and, in descending order, the other levels of the organization develop plans, all

designed to carry out the big picture plans.While top managers develop strategies, lower-level

managers, including supervisors, are responsible for developing tactical plans that carry out

the strategies. These include such activities as budgets, schedules, programs, etc.

Benchmarking allows an organization to compare its operations with those of an industry

leader or of similar organizations in their same industry.

2. Budgets are both a planning and a control device

Budgets are plans that are expressed either numerically or non-numerically. Budgets are used

as planning tools because they give direction; they tell what activities are important and how

resources should be allocated to each activity.The budget is also a control tool, as it is the

budget that provides the standard against which actual performance can be measured and

compared. As long as the activities are independent and few in number, a Gantt chart can be

used to schedule a term paper. For instance, research, the completion date for the rough draft,
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and the completion date for the final draft can be scheduled with a Gantt chart. On the other

hand, dependent activities, such as topic selection, cant be scheduled on a Gantt chart.

Events and activities are two of the three steps in the PERT process. The critical path is the

longest or most time-consuming sequence of events and activities in a PERT chart. The

importance of the critical path rests in the fact that should any critical-path activity be

delayed, it will have a direct bearing on meeting the scheduled activities. It gives both the

employer and the employee clarity and direction in the jobs that have to be done. Goal setting

increases employee involvement, commitment, and motivation by giving them freedom to

choose the means for achieving objectives. Traditional supervisors are primarily motivated by

promotions and corporate rewards, focused on short-term plans, and have a low risk

propensity. Entrepreneurial supervisors and entrepreneurs are motivated by independence and

the opportunity to create, focus on the 5- to 10-year growth of the business, and have a

moderate risk propensity.

It is not possible for all companies that assess their employees using this instrument to

implement the findings, but it can give them food for thought and to look for ways to allow

the employee to be as productive as possible and then possibly more motivated and for the

management to see employees more as people with needs than just objects that show up in a

predetermined time cycle. According to the instrument, successful people have goals and

establish plans to help them achieve those goals. The exercise is designed to get the student to

think about goal setting as it relates to school and personal life. The feedback can lead to

some proactive steps to help the students set goals and practice these skills.

If one is incapable of setting goals on a personal level, it may be difficult to relate to an

organizations goals and where one fits in. this exercise helps the student figure some of the

direction that is needed in terms of an individuals role in setting goals for achieving success.

The analysis notes that high job satisfaction is important for several reasons. First, your

quality of life is enhanced when you have a job that you enjoy. Second, youre likely to

exhibit less stress and have less interest in searching out other employment opportunities if

you are satisfied with your job. The level of satisfaction one has at work is clearly important

in a country that often defines a persons worth by their job and where work is how one

provides for self and family. If one hates a job, she or he is less likely to place full effort into

it or they may even try to become a free rider or saboteur within the company. One need only
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think back to the many incidents in the automobile assembly lines where workers were so

bored or hated management so much that they would sabotage the cars. For example

Although this instrument measures employee job satisfaction and is focused on the

individuals perspective, management is still the key to job satisfaction in many ways because

they hold the keys to the elements noted in the questionnaire: work, supervisor, coworkers,

promotions, and pay. The now successfully reborn NUMMI plant run by the Japanese

(Toyota) for GM was once a place of incredible sabotage where new cars would be found in

dumpsters. GM shut it down because it could not come to some accommodation with the

union. With a different screening of workers, many of whom were prior employees at the

plant and the use of Japanese management techniques that allowed the workers to have more

control over their jobs, the plant has been highly successful under this approach and workers

appear to be much more satisfied with their jobs.

Topic : Organizing An Effective Department

Topic Objective:

At the end of this topic student will be able to understand:

 Limitations to work specialization

 Functional authority

 Product, Geographic Conditions, Customer and Process

 Organization use a Matrix Structure

 Delegation is synonymous with abdication

Definition/Overview:

Organizing a Department: In the management literature, confidence is called self-efficacy.

This refers to an individuals belief that he or she is capable of performing a task. The higher

ones self-efficacy, the more confidence one has in his/her ability to succeed in a task. So, in

difficult situations, we find that people with low self-efficacy are likely to lessen their effort

or give up altogether, whereas those with high self-efficacy will try harder to master the

challenge.
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Key Points:

1. Limitations to work specialization

The classical view of the division of labor is that it increases productivity.While this may be

true, and while efficiencies may be realized, the overspecialization resulting from division of

labor often results in decreases in productivity caused by jobs that are so routine that

employees become bored, dissatisfied, and demotivated. By doubling the size of the span of

control, you cut the number of supervisors you need in half.Obviously, this should reduce

costs.But unless there is a commensurate increase in employee and supervisory training and

skill levels, increasing spans of control might cause problems that more than offset the cost

savings.

2. Functional authority

Functional authority represents rights over individuals outside ones own direct area of

responsibility. It creates efficiencies by permitting specialization of skills and improved

coordination. It also groups together people with specialized skills, thereby resulting in even

more efficiency. If you give a person a task, you must also give that person the authority he

or she needs to do the task. Otherwise, frustration in inevitable. And the more far-reaching

the task, the more authority needed.

In addition, individuals high in self-efficacy seem to respond to negative feedback with

increased effort ant motivation, whereas those low in self-efficacy are likely to lessen their

effort when given negative feedback. This questionnaire is designed to calculate the

Motivation Potential Score (MPS) form the Job Characteristics Model. The MPS represents a

summary score indicating how motivating you find the jobs youre describing.Job motivating

potential is probably more crucial today than it was in past decades. Many people are quite

satisfied with a stable job with no real desire to be motivated beyond an average performance

and work for reasons of monetary reward, not challenging or enriching work. The

questionnaire measures the intrinsic or extrinsic nature of the persons motivation. The

questionnaire helps one measure existing or past work experience. If one is intrinsically

motivated, one will probably tend to do jobs that are measured by the descriptors of six to

seven. The instrument is designed to assess the degree to which a person desires complex,

challenging work. The issues that were mentioned in Assessment 18 relate to this instrument.
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3. Product, Geographic Conditions, Customer and Process

Product. No buck-passing. It places ultimate responsibility for everything having to do with a

specific product with one individual. Geographic conditions put the decision-making

authority close to where the work is being done. As such, the decision-makers are familiar

with the local environment, conditions, etc. Customer allows managers to identify diverse

groups with common interests, concerns, and needs. Process can be used for processing

customers as well as products. It also allows activities to be grouped in accordance with the

flow of the work needed at the moment.

4. Organization use a Matrix Structure

The matrix organization structure combines the advantages of functional specialization with

the focus and accountability of product departmentalization. It enhances coordination among

specialists and increases the ability to complete projects with greater efficiency. The job

description states what a jobholder does, how, and why the job is done. It provides a formal

document which describes what the employee is supposed to be doing, thereby becoming the

standard against which actual performance is measured. It is instrumental in performance

appraisal, wage adjustment, feedback, and need-for-training decisions.

5. Delegation is synonymous with abdication

Delegation is a process consisting of the allocation of duties, the actual delegation of

authority, the assignment of responsibility, and the creation of accountability. Delegation

becomes abdication if you dump your tasks on an employee without clarifying exactly what

has to be done, the range of his or her discretion, the expected level of performance, when the

tasks are to be completed, etc. Delegation is a motivator and trainer of

subordinates.Abdication is setting them up for failure, and asking for trouble. A learning

organization allows every employee to identify and resolve work-related issues. In turn, the

organization has the capacity to adapt to change rather efficiently. Though the employees

have a certain amount of autonomy in contributing his or her input, most students will agree

that this does not fully replace the need for supervisors.

In Section 2 of this course you will cover these topics:
Acquiring The Right People

Designing And Implementing Controls
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Solving Problems And Making Decisions

Topic : Acquiring The Right People

Topic Objective:

At the end of this topic student will be able to understand:

 HRM affect all supervisors

 Contrast rejects errors and accepts errors

 Relationship between selection, recruitment, and job analysis

 What constitutes sexual harassment?

Definition/Overview:

There are four decision styles that are produced from this instrument. They are directive style

(read rational, logical, and efficient), analytic style (read flexible, wants more information),

conceptual style (read democratic, lots of alternatives and very broad outlook), and

behavioral style (read people oriented). Business students, lower-level managers, and top

executives tend to score highest in the analytic style. Thought: What do these three groups

have in common formal education, placement on rational thinking? Question: Are these

enough in a world that is very turbulent and needs creativity and innovation?

Key Points:

1. HRM affects all supervisors

All supervisors perform (or assist in performing) many HRM functions, including planning,

recruitment, selection, orientation, training, appraisal, and compensation. It may be the

supervisors responsibility to submit highly accurate information to the HRM department to

assist them in the planning function, for example. In some organizations, the direct supervisor

will be involved in the interview and the selection process.

2. Contrast rejects errors and accepts errors.

Charges of discrimination will likely result from reject errors. Every job candidate feels that

he or she is the right one for the job. Proving who is right or not right is difficult for the
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supervisor. Explaining a rejection objectively is especially difficult. Interview bias toward the

applicant who is similar to the interviewer can prevail. In addition, the order of the applicant

among the interviewees can influence the interviewer.It is difficult for the interviewer to

remember all the content of the interview.

3. Relationship between selection, recruitment, and job analysis

Recruitment brings together a pool of applicants. Selection involves choosing the best

candidate from that pool.The job analysis includes the job description and specifications; it is

the guide for selecting the best candidate. Orientation involves the introduction of the

employee to the work unit, including any organizational and departmental goals. It also

allowed new employees to become familiar with their work surroundings and their

coworkers; overall, orientation transforms the new employee from being an outsider to being

an insider. Training is what follows. Most employees in training gain their knowledge on the

job. This may or may not involve classroom training, programmed instruction, or simulation

exercises.

4. What constitutes sexual harassment?

Sexual harassment involves the practice or instance of making unwelcome sexual advances in

the workplace. This involves a number of possible issues. Sexual harassment occurs when

one or more parties are offended by the unwelcome actions. Many employers have worked to

train their employees to understand what is and is not acceptable in this area. Employees

understand that both they and their employer are responsible for the misconduct; therefore,

supervisors should take an immediately active position to stop it. The American workforce

has become extremely diverse in the last couple of decades. Employees are very different

demographically, physically, and mentally. A growing concern among supervisors has been

the practice of diversity training; whether or not the supervisor believes that he or she can

teach employees to think about diversity in a fair and equitable way, many organizations

require diversity training in some form. It is the employers responsibility to guarantee that

employees will not be looked at differently in the recruitment, selection, training, appraisal,

and compensation functions.
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One would be the potential impact on private employment agencies. Just as e-mail is

gradually replacing carrier-delivered mail, electronic resumes on the Internet could replace

the service of the private employment agency. Another implication is that job seekers would

have access to a wider market. Also, there is always a possibility that new business

opportunities could arise, such as professionals who, for a fee, will prepare the home page for

the job seeker.

A performance simulation test could be designed wherein the job applicant would actually

demonstrate, via work sampling, his or her ability to do the job.The knowledge, skills, and

abilities of the job seeker could be observed by letting him or her perform tasks that are

central to the job. This would demonstrate whether or not they possess the talents necessary

to do the job.For example, you could have the candidate prepare a Home Page for distribution

on the Internet, or you could have the candidate retrieve or send data, do a records search, etc.

Procrastination is a tendency to postpone, delay, or avoid performing tasks or making

decisions. While this could be a positive thing if it allows one to gather more information

before making a decision, chronic procrastination causes lost opportunities.If procrastination

consistently hinders individuals from taking action and changing things in their lives, it could

be a problem. However, really low scores on the procrastination scale could indicate that one

often acts prematurely and could later regret their actions.

Topic : Designing And Implementing Controls

Topic Objective:

At the end of this topic student will be able to understand:

 Measuring the control process

 Type of control preventive, concurrent, or corrective?

 Why should a supervisor control by exception?

Definition/Overview:

Designing of instrument for Assessment: This instrument is designed to measure a persons

Machiavellianism (Mach) score. Machiavelli wrote in the 16th century. His most famous

work, The Prince, was written to the Prince of an Italian state. He wrote it in an attempt to
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secure work. In the time that he was writing, Italy was comprised of warring nation-states.

(Italy did not become a united country until the mid-1800s.) The uses and abuses of power

were necessary knowledge if a prince wanted to stay in power for long. Machiavelli wrote his

treatise to that end.

Key Points:

1. Measuring the control process

As long as your method of measuring is fair and complete, it doesnt matter how you measure

actual performance. What you measure indicates to the employees what you feel is important.

It depends on what is being measured. The number of defective light bulbs in a large batch

would not be nearly as critical as the number of weak points in an elevator cable. In some

cases, such as the elevator cable, there might very well be zero tolerance for variability.

2. Type of control preventive, concurrent, or corrective?

An ounce of prevention is worth a pound of cure. Trite but true. Preventive control is the

most desirable, but concurrent control is used much more.Correctional control is probably the

most widely used, but it is the costliest because it is after-the-fact; the damage has already

been done. Too much inventory can result in excessive costs.On the other hand, not enough

inventory can result in lost sales. Marketing wants assurances of plenty of inventory to satisfy

customer demand, both actual and potential. The accounting department, on the other hand,

wants as little inventory as possible on hand.It is often difficult to balance the two. Just-in-

time inventory can reduce holding costs considerably. But the organization has to find a

supplier willing to provide such a service. And any disruption in JIT can cause bottlenecks,

which could conceivably bring the organization to a standstill.

3. Why should a supervisor control by exception?

Dont worry about the routine. Worry about exceptions to the routine. Supervisors simply dont

have time to control every single aspect of their departments. Many employees dont like

being checked up on. They see controls as evidence that their supervisor doesnt trust them.

To overcome such resistance, encourage employees to exercise self-control. Let them

monitor and correct their own performance.Also, let them participate in setting the control

standards and give them feedback that reflects your desire to improve rather than punish.
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Controls are needed to measure effectiveness of performance. Critical to this concept is the

necessity to control the things that have to be controlled and to make the controls reasonable

and fair. Otherwise, employees will try to look good by circumventing what they consider to

be unnecessary, unreasonable, and unfair controls.

Although the first three are still important, they are/were part of an organizational structure

called bureaucracy. The later two were important, but in a bureaucracy could cause problems

for a person if he/she did not try to influence through the chain of command. However, the

latter two are increasing in importance and can change the balance of power in organizations.

As organizations are more team oriented, flat, and technologically driven, knowledge

becomes power, not seniority or the customary. How we do things around here is how we

have always done them. Expert power is essential for companies to become or to continue to

be competitive.Expert power is now resides in the newest information and abilities that are

evolving, not necessarily in the knowledge garnered over time by being a loyal company

employee or manager. The implication of this is that the way of learning has been turned on

its head. The younger employees grew up in a mediated and computer-driven world. They are

comfortable with technology in the same way that long-time bureaucrats are with

manipulating power and politics. Both are still part and parcel of organizations, but the

immediacy of the demand of maintaining a competitive edge favors the holder of new

knowledge. Thus, there is both a power shift and power struggle going on in all

organizations.

The instrument evaluates whether a person prefers a mechanistic or organic organizational

structure, i.e., bureaucracy versus adhocracy. Given assessments 37 and 38, this should be

interesting. In general we are evolving towards organizations that resemble an adhocracy

more than a bureaucracy. Organizations that are flatter, team oriented, virtual, boundaryless,

learning, or whatever new term is used to apply to structure. One might assume that Xers and

nexters would lean toward the adhocracy, so it would be interesting to compare the results

from assessments 37 and 38 to assessment 39.

Topic : Solving Problems And Making Decisions

Topic Objective:

At the end of this topic student will be able to understand:
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 Symptoms with problems

 Certain decision styles are fit better with specific jobs

 Rationalizations do people use to justify questionable conduct

Definition/Overview:

Solving Problems/ Conflicts: The instrument is designed to explore inter-role conflict, that

is, the pressures of dealing with the interdependencies between work and family lives. The

most prevalent forms of the work-family conflict are excessive work demands, scheduling

conflicts, and fatigue or irritability.

Key Points:

1. Symptoms with problems

A problem exists when there is a discrepancy between your existing state and your desired

state. A symptom is an indication of the presence of a problem.Some examples of symptoms

include a decline in market share, an increase in employee accidents, absenteeism or

tardiness, a change in the attitudes of workers, etc. The identification of alternative courses of

action is the most creative step in the decision-making process. This is where the managers

conceptual skills and intuition come into play; i.e., his or her ability to see the big picture and

to turn creative ideas into action.Quantitative analysis is needed to step four of the decision-

making process, the evaluation of alternatives.As much as possible, objectivity at this point is

of supreme importance.

2. Certain decision styles are fit better with specific jobs

The directive style, as the name implies, would be best suited to a director who is faced with

a well-structured problem and must use cold logic to arrive at a decision, while maintaining

efficiencies to the extent possible. The analytic style would be better suited in a situation

where the problem is very ill-defined. Conceptual styles are often the realm of Research and

Development departments, as they require more intuition than rationality. The behavioral

style, because it relies heavily on participative management, is conducive wherever good

interpersonal skills are required.

In such situations, supervisors may or may not know that they are on a losing course of

action. A supervisor may have reacted, for example, to decreased employee morale, thinking
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that his or her plan was going to work efficiently in boosting morale. In the end, the

supervisor may learn that the plan had no effect.

3. Rationalizations do people use to justify questionable conduct

Its not really illegal or immoral.Thats a lot like saying, Everyone else is doing it, so it must be

okay. And where there is no clear-cut line between right and wrong, this rationalization

flourishes. Another rationalization is the belief that the unethical behavior is in the best

interest of the organization. No one will ever find out, is a very risky way to go; what if they

do find out?Finally, If it helps the organization the organization will protect me. If the

organizational culture is ethical, this kind of thinking can jeopardize its good name.

Group decisions are best when the supervisor wants more information than he or she can

gather alone, when more alternative courses of action are needed, and when the supervisor

wants to increase the acceptance of the solution. The more people who participate in the

decision-making process, the more they are likely to accept the decision and to encourage

others to accept it. However, if the time element is critical, or if the decision has to be made

quickly, the supervisor is well advised to make an individual decision. The nominal group

decision-making technique involves bringing group members together and allowing them to

operate independently. Each group member presents his or her ideas to the group, after which

all ideas are evaluated and the final decision is determined by the idea with the highest

aggregate ranking. Electronic meetings involve groups of individuals who make decisions by

communicating anonymously on computer networks.

A related issue that is worth noting is that many people are now choosing not to start a family

in the traditional sense. They decide to remain single or marry without having children. This

is a choice on their part. This trend is very relevant for organizations. The organizations of

the 20th century up until the latter decades were built around the concept of a white male

with a supportive spouse and 2.3 children. The married man was seen as stable. Benefits were

built on this model. Long hours were expected with limited family demands interfering with

work. The job always was the number one priority. This expectation allowed management to

demand hard work and loyalty above all else. The newer generations reject this expectation,

as have women. Women in general have the majority of the workload for both the children

and the home. Starting with the womens movement in the 1960s and the Civil Rights Act of

1964, Title 7, women have been entering companies in increasing numbers. In 2001 at least,
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if not more than, 46 percent of managers and workers are women. This statistic alone calls for

management to pay much greater attention to the family-work balance.

In Section 3 of this course you will cover these topics:
Motivating Your Employees

Providing Effective Leadership

Communicating Effectively

Topic : Motivating Your Employees

Topic Objective:

At the end of this topic student will be able to understand:

 Unsatisfied need create motivation

 Theory X with those of Theory Y

 Importance of the dual continuum in the motivation-hygiene theory

 Expectancy theory

 Motivational Challenges

 Job Enrichment

Definition/Overview:

Instrument of Individual Motivational Needs: The instrument addresses individual

motivational needs. Rather than looking at all people in a certain group as motivated by task

or people, intrinsically motivated, motivated by incentives or satisfaction, the idea of

employees as complex beings is addressed. In our day and age of knowledge-based

organizations, individuals with well-trained brains who possess the specific set of skills,

knowledge, and abilities that a company needs are essential for success. If that person can

walk out the door and, thus, take their expertise with them, it is important to hang on to them.

Motivation is a key in that retention process. This instrument is of a more recent vintage,

1997, and attempts to address motivation in a way that managers can use on an individual,

not necessarily group, basis.
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Key Points:

1. Unsatisfied need create motivation

Unsatisfied needs create tension and people will behave in such a way that the need is

satisfied, thereby relieving the tension. People with an internal locus of control believe they

are in control of their own destiny. If they succeed, they attribute the success to their own

hard work and perseverance. If they fail, they blame themselves. External locus of control

individuals, if they do succeed, attribute their success to luck. If they fail, its destiny, or the

system, or the fault of anything or anyone other than themselves.

2. Theory X with those of Theory Y

McGregors Theory X/Y describes management assumptions about workers. Theory X

assumptions are that workers dislike work and will attempt to avoid it, must be coerced or

threatened to do any work, will shirk responsibility and seek formal direction, and are not at

all ambitious, placing security above all else. Theory Y assumptions are that workers view

work to be as natural as rest or play, are self-directed if they are committed to the stated

goals, seek out responsibility, and, along with their managers, are able to make good

decisions.

3. Importance of the dual continuum in the motivation-hygiene theory

Herzberg suggests that employee motivation is a two-factor proposition; on one hand,

hygieve factors are those which are related to external factors such as company policy and

administration, supervision, interpersonal relationships, and working conditions. These are

not the things that motivate people, according to Herzberg. If the employee is satisfied with

these factors, he is just that; not dissatisfied. The other continuum is the motivators; the

internal factors such as achievement, recognition, and the work itself. These are the real

motivators, and they motivate by establishing a work environment which enhances the

workers intrinsic needs.

The high achiever is intrinsically motivated. If the task to which they are assigned stimulates

their desire for achievement, they will be self-motivated and require little direct supervision.

They like moderately challenging goals, and like to get constant feedback on how they are

doing, good or bad. They dont like working in a group, preferring instead to take full

responsibility for the success or failure of the project. The high achiever is a good candidate

for entrepreneurial activities.
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Maslow would consider money to be instrumental in meeting physiological needs. As such, it

would be a lower-order need, not a primary motivator once those needs had been met.

Herzberg would consider money to be a dissatisfier. Having it would not necessarily motivate

a worker, but not having it would cause dissatisfaction. Equity theory advocates would say, It

depends. If my inputs are the same as yours, and if my outcomes are the same as yours, and if

we do basically the same job, theres no problem; equity exists. For those who are paid high

salaries, money is not a motivator at all, but it can certainly affect an employees behavior if

there is a perceived inequity. Expectancy theory suggests that money as a motivator would

depend on its perceived value to the employee. This would contain elements of Maslow,

Herzberg, and Stacys equity theory. The nAch would use money to keep score. It would

probably be a waste of energy to try to motivate an nAch by offering him or her more money.

Thats not what motivates them. Its the challenge and sense of achievement.

4. Expectancy theory

Expectancy theory states that motivation is dependent upon whether or not there is a link

between effort and performance, performance and reward, and reward and goals. In short, the

employee asks, Can I do it and, if I can, whats in it for me and, is it worth it? If all three of

these relationships reflect a high probability, motivation will be high.

5. Motivational Challenges

Be flexible and do not ignore their culture. Diversity in American organizations is here to

stay; women, ethnic minorities, immigrants, physically disabled, seniors, life-style

differences, etc., and each of them is going to have different needs and different wants. You

will have to understand them as individuals and you will have to understand and respond to

their diversity. Our traditional motivation theories are based on the capitalist-based notion of

individual self-interest. Theirs might not be. As a supervisor you cannot assume that

motivation techniques are universally acceptable. This will require you to learn about your

employees as individuals. Only then will you be able to understand their culture. And, in the

end, that is where you will either succeed or fail in your understanding.

6. Job Enrichment

Job enrichment is a contemporary motivational technique which, if properly designed, will

result in a more highly motivated employee. In essence, it increases the degree to which the

worker controls the planning, execution, and evaluation of his or her work. By increasing
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responsibility and independence, and by providing feedback, motivation is enhanced. Built on

the cosmologies developed by McGregor in the 1950s, this instrument evaluates how one

sees others in relationship to work and motivation. It also calibrates what type of manager the

person taking the exam is likely to be. The two choices are autocratic and democratic. The

autocratic manager fit well in the bureaucratic organizational structure of the 20th century but

would find it harder in the fast moving, horizontal, flat, virtual, and boundaryless companies

of today.

Giving orders is not what it used to be either in terms of neither organization nor

organizational members. Even at the factory floor level teams are being used that are self-

managed. The coach or facilitator of Theory Y is much more the reality. An interesting

discussion is: how do Theory X motivated managers deal with the new employees and the

new workplace? And if you are by inclination a Theory X manager, how do you change, do

you want to, and can you, and if you want to what is available to help you and if not, what do

you do? Obviously, there are still workplaces where Theory X perspectives are most

acceptable, but that is changing. Motivation is probably the most studied of all the

management concepts. And yet, we still ponder what motivates not only others but ourselves.

The instrument presented here is based on the work of Maslows hierarchy of needs theory

generated in the 1950s and replicated millions of times since. The ERG allows the respondent

to assess where they are on motivation at a certain point in their lives. It is a useful instrument

in this country, but not as useful in most other countries where there are different cultural,

individual, and societal values concerning the concept of work itself. It can be used, but the

researcher must be aware of the cultural dynamics of that culture or it will not work as

effectively. Context is key with any motivational instrument. They can be of assistance to

managers, but they can also make oversimplified assumptions if they only use the results.

The instrument measures your equity sensitivity, that is, your preferences for inputs or

outcomes in a general work situation. The results are to provide insights into how you will

react if you perceive that you are being under or over rewarded by your employer. This is

classic Stacy Adams Equity Theory in action. In the authors use of the instrument on 3,500

respondents, less than 29 scored as entitled, 2932 as equity sensitive, and above 32 are

benevolents. Food for thought: What was the gender and/or ethnic breakdown of the 3,500

respondents? Women have for years attributed their success in organizations to luck and men

to effort. These perspectives are key to ones sense of being or not being rewarded. Because
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46 percent of women now work and the numbers are rising, will we start to find a different

breakdown in the responses to this instrument, what will it mean, and how important are the

results to managing?

Topic : Providing Effective Leadership

Topic Objective:

At the end of this topic student will be able to understand:

 Supervisors and Leaders

 Intelligence is related to leadership

 Charismatic leadership

Definition/Overview:

Leadership: Leadership is probably one of the most discussed topics in America and in

business organizations. What made for a leader in the 20th century may be vastly different in

this century. A leader had certain traits such as intelligence, decisiveness, attractiveness, etc.

and was most likely a white male. There are exceptions such as Madame Walker and Eleanor

Roosevelt as well as others, but the vast majority of society saw leadership as a mans area.

This began to change in the business world in the 1990s and into this century. But it is slow

going for many talented white women. There is also the question of race as a determiner of

leadership. Advancement has been even slower here where prejudice and old habits die hard.

White women and people of color are starting to make inroads but the male model is still

dominant.

Key Points:

1. Supervisors and Leaders

Supervisors possess skills that leaders might or might not possess. Leaders rely on behavioral

skills to influence people, while supervisors rely on technical and conceptual skills as well.

Some leaders simply do not have the requisite skills to make them effective managers.
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2. Intelligence is related to leadership

While there are many traits which show no consistent relationship between success or non-

success in leaders, intelligence is not one of them. Leaders must gather, synthesize, and

interpret a lot of information if they are to be effective. This takes intelligence. They must

have a vision and they must be able to communicate effectively. And they must be good

decision makers and problem solvers. All of these take intelligence.

The questions asked in this instrument were developed at a time when white men dominated,

as did bureaucratic structures where leadership is very different than in virtual, team-based,

or cooperative ventures. Many articles now indicate that women may make better leaders in

these new structures where a different set of communication and personal skills are essential.

This does not mean that men cannot adjust as many have, the leadership game will be the

same. The link between leadership and trust is explored in this exercise. It would be

interesting to administer this exercise to all the managers in a large-scale organization and see

what would happen. We know from other research that those who do best in an organization

are those that are good at networking and understand the use of power. Being a good manager

and/or leader is not always the key to promotion or rewards.

Trust is an interesting word in terms of organizations in this country. We are the most

individualistic nation on earth. We look out for number one usually as is breed into us from

the days of the Puritans and the writings of Emerson and Thoreau. Therefore, trust can be a

scare commodity in organizations, especially in turbulent and changing times. As a point in

fact, the downsizing of American companies has lead to a lack of trust between management

and management as well as employees. The raging stock market has made some rich, many

poorer, and some clearly missing out on the money train. In 2000 CEOs averaged pay of

$13.1 million, despite downturns and layoffs in many companies in the first part of 2001. For

example, Michael Eisner was paid $699.1 million, although the company did not do well in

terms of either return to the shareholder or average return on equity. This compensation trend

continues to widen still further the yawning gap between the boss and the rank and file. These

elements do not engender trust in the workplace.

Delegation is an important concept in management. As the instrument notes, Managers get

things done through other people. And they do so by delegating, but many have trouble with

delegating authority. The instrument helps people measure whether they effectively delegate

or not. Delegation is relatively more straightforward in a bureaucracy. In an adhocracy it is

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

24
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



essential and not so clearly defined as the chain of command, uniformity, division of labor,

specialization of task, and span of control of the bureaucracy. Delegation is a much more

flexible term in the newly evolving structures. So learning how to delegate effectively is

something that every manager must learn to do and do it well. If the bureaucratic approach to

delegation is exercised in a team or adhocracy setting, there will be friction between the

delegator and those she or he delegates to. The expectation in newer organizational structures

is that workers control much more of their work, and delegation is inherently built into their

jobs. Managers are coaches or facilitators who have already delegated a varying degree of

their authority as part and parcel of the organizational structure.

Next to paradigm, this is possibly the most overused and misused word in the American

language. One could argue that there have been very few charismatic leaders in world history,

and many of them were products of their times and the circumstance. The interesting thing is

that charisma is a characteristic that can have both negative and positive connotations, but we

tend to focus on the positive ones. Max Weber, the German sociologist and genius, wrote of

three types of power: traditional, charismatic, and legal-rational. He rejected traditional

power because it could be so arbitrary and unstable. Kings and queens are leaders not because

of their talents, but because of their birthright. Weber felt this was not a solid enough

foundation for power or leadership. Charismatic power also had its pitfalls. If the charismatic

leader dies, leaves, or is terminated, who can step into the persons place? Charisma is not

something you can necessarily train someone in; it appears to be more a set of characteristics

that come together in a person at a particular point in time. So, Weber argued for the legal-

rational approach where the position of leader would be earned and power would be

legitimate in terms of laws, rules, and regulations agreed upon, not arbitrarily established.

Thus, we talk of charisma, but it can have its problems. Think of Walt Disney Company and

the founders death. For at least 10 years they were adrift and almost taken over. Apple almost

failed under Jobs initial management, but then came back when he returned. Billy Durant lost

and reestablished GM a number of times until Sloan took over. Charisma does have its place,

but what are its pitfalls in corporate America? Trust is a positive expectation that another will

not through words, actions, or decisions act opportunistically. The two most important

elements of our definition are that it implies familiarity and risk. The phrase positive

expectation in our definition assumes knowledge and familiarity about the other party. Trust

is a history-dependent process based on relevant but limited samples of experience. It takes
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time to form, building incrementally and accumulating. Most of us find it hard, if not

impossible, to trust someone immediately if we don't know anything about them. At the

extreme, in the case of total ignorance, we can gamble but we can't trust. But as we get to

know someone, and the relationship matures, we gain confidence in our ability to make a

positive expectation.

The term opportunistically refers to the inherent risk and vulnerability in any trusting

relationship. Trust involves making oneself vulnerable as when, for example, we disclose

intimate information or rely on another's promises. By its very nature, trust provides the

opportunity for disappointment or to be taken advantage of. But trust is not taking risk per se;

rather it is a willingness to take risk. So when I trust someone, I expect that they will not take

advantage of me. This willingness to take risks is common to all trust situations. Recent

evidence has identified five key dimensions that underlie the concept of trust:

 Integrity refers to honesty and truthfulness. Of all five dimensions, this one seems to be most

critical when someone assesses another's trustworthiness.

 Competence encompasses an individual's technical and interpersonal knowledge and skills.

Does the person know what he or she is talking about? You're unlikely to listen to or depend

upon someone whose abilities you don't respect. You need to believe that the person has the

skills and abilities to carry out what he or she says they will do.

 Consistency relates to an individual's reliability, predictability, and good judgment in

handling situations. This dimension is particularly relevant for managers.

 Loyalty is the willingness to protect and save face for another person. Trust requires that you

can depend on someone not to act opportunistically.

 Openness. Can you rely on the person to give you the full truth?

3. Charismatic leadership

Charisma is a magnetism that inspires followers to go the extra mile. Those with charisma

and visionaries and possess both the ability and the strong convictions needed to attain goals

that others might give up on. They are sometimes unconventional in their behavior, self-

confidence, and dont like the status quo. Also, they are high in self-monitoring, being able to

easily adjust their behavior to whatever the situation demands, as well as being able to

recognize their followers feelings and match their expectations accordingly.
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Topic : Communicating Effectively

Topic Objective:

At the end of this topic student will be able to understand:

 Everything a supervisor does involve communicating

 Agreement is not necessarily a part of good communication?

 The grapevine can serve

 Contrast passive and active listening

 Feedback skills are still so important to a supervisors success

 Definition/Overview:

 Communication in 21stCentury: One could argue that for most of the 20th century

management was expected to talk but not necessarily listen. Now with changing

times, organizational structures, and employee expectations, management must listen

much more. Think of self-managed teams where the team basically manages itself

with the manager as a coach or facilitator. Active listening is essential for people.

Some people seem to be naturally good listeners and others not. However, it can be an

acquired skill and one all managers need in this century.

 In many ways accurate communication is the lifeblood of organizations. As anyone

who has played telephone as a kid knows, a message can be garbled when it goes

through numerous people. If a message is misunderstood, a person misspeaks, there

are mistakes in a memo, the e-mail reaches the wrong person, or any other of a host of

communication issues, organizations can make bad or inaccurate decisions based on

inaccurate information. Or misinformation can be used to the good. Here are two

classic examples of communication.

 Key Points:

 1. Everything a supervisor does involve communicating

 Additionally, we define management functions as planning, organizing, leading, and

controlling. None of them would be possible without effective communications.

Supervisors interact with people at all times, either their won work groups or

peripheral groups. Little, if any, interaction between people does not involve some

kind of communication, either verbal or nonverbal or both. It is virtually impossible

for a person to succeed in management without communication skills.

 2. Agreement is not necessarily a part of good communication?
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 Communication involves the transference of meaning from the sender to the receiver.

It is not necessary for the process to include agreement. In fact, two people can be

communicating perfectly and still not agree with each other. Written communication

is preferable to oral communication when the message is intended to be official, has

long-term implications, or is highly complex. The key is whether or not the

communicator wants documentation; i.e., a reliable paper trail for future reference. It

has been suggested that only 7% of the meaning of a message is due to its words, with

the other 93% of the interpretation coming from nonverbal cues and voice inflection.

Supervisors must recognize and use the power of nonverbal language to complement

and reinforce the verbal elements of the message.

 3. The grapevine can serve

 It acts as a sort of group therapy, satisfying the social needs of employees.

Unfortunately, the grapevine is where most employees get their information on whats

going on in the organization. And while up to 75% of that information might be

correct, a more disturbing notion is that 25% of it is incorrect. The grapevine is too

powerful to stop and too important to ignore. It can be used to spread the truth just as

quickly as to spread a rumor and, in this context, it can be used by management to get

the word out to a target audience. Also, if management taps into the grapevine, it can

learn what concerns and anxieties employees have and address those issues. As stated

above, its too powerful to stop and too important to ignore. Trying to control it might

even make it spin further out of control. But you can use the grapevine. It is a method

of communication.

 4. Contrast passive and active listening

 Most of us passively do not listen to what we hear. We gather information but we

really dont attempt to understand what we are gathering. We are easily distracted and

begin to think about what we are going to say when its our turn, rather than

concentrating on what is being said. Active listeners, on the other hand, listen intently,

avoiding being distracted. The active listener pays attention to what is being said,

assumes an attentive posture, asks questions when appropriate, and tries to empathize

with the sender.

 5. Feedback skills are still so important to a supervisors success

 Supervisors must learn how to use feedback to help eliminate the misunderstandings

and inaccuracies which often result in many of the communications problems they

must confront. Both negative and positive feedback, and both verbal and nonverbal
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feedback, are all involved in effective feedback. Supervisors must focus on specific

behavior, remain impersonal, make sure their feedback is both goal-oriented and well

timed, ensures understanding, and directs negative feedback toward behavior the

employee can do something about. The supervisor, who has mastered this part of the

communication process will build credibility and trust among his/her workers, and

they, in turn, will boost the supervisors career.

 In Section 4 of this course you will cover these topics:
Supervising Groups And Work Teams

Appraising Employee Performance

Ensuring A Safe And Healthy Work Environment

Topic : Supervising Groups And Work Teams

Topic Objective:

At the end of this topic student will be able to understand:

 Norms affect the balance of employees

 Cohesive groups always outperform less cohesive groups

 Why cant formal systems be designed to completely eliminate the need for informal groups?

 Increasing popularity of teams

 Comparison of a pseudo team with a real team

 Building trust in a team

 Supervisors role in gaining external support for teams

Definition/Overview:

Supervising Teams: Teams are in vogue. Everywhere there is sermonized the gospel of

teams, teamwork, teams everything. It makes sense in flat organizations where no

overarching hierarchy rules. Many companies have very successfully used teams to process

work; others have experimented with teams and found them incompatible with management.

Others have tried teams, and they have failed.
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Key Points:

1. Norms affect the balance of employees

Norms are the rules and guidelines groups establish as control mechanisms for group

members. Behavior, which falls outside the group norms, is not tolerated and, if continued,

will result in the group not accepting the non-complier as a group member. Because

individuals desire acceptance by groups to which they belong, they accept the pressures of

that group to conform to certain behaviors.

Low performance-related norms would be indicative of a highly cohesive, yet dysfunctional,

group. Low performance-related norms could range from intentional shirking of duties to

outright sabotage of departmental goals. Employees who do just barely the minimum of what

is required to keep from getting into real trouble are adhering to low performance-related

norms, as are those who do not cooperate with individuals outside their own group. It is not

uncommon that such individuals spend more of their time and energy trying to figure out

ways to beat the system than they do in helping the work unit achieve its goals.

2. Cohesive groups always outperform less cohesive groups

The relationship of cohesiveness and productivity depends on the performance-related norms

established by the group. A highly cohesive group is not necessarily a productive group. If

such a group has low performance-related norms, its performance will be low. If

performance-related norms are high, both a highly cohesive group and a less cohesive group

will be more productive than a group with low performance-related norms. The ideal, of

course, is a group which is both highly cohesive and which has high performance-related

norms.

3. Why cant formal systems be designed to completely eliminate the need for informal

groups?

The only way informal groups could be eliminated would be to design formal groups in such

a way that all friendships and common interests could somehow be eliminated. It is highly

unlikely that could ever be accomplished. Formal groups cannot offer the social contact,

friendship, and commonality that informal groups can. Informal groups appear in the work

environment in response to the need for social contact. They appear naturally and no amount

of management intervention can eliminate them.
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4. Increasing popularity of teams

Teams typically outperform individuals when the tasks being done require skills, judgment,

and experience. The pressures of increasing competition, both foreign and domestic, have

forced companies the restructure themselves in order to compete more effectively and

efficiently. Teams are a way to utilize employee talents better. They are more flexible and

responsive to changing events because they can be quickly assembled, deployed, refocused,

and disbanded.

5. Comparison of a pseudo team with a real team

A pseudo team is not really a team at all, but a group of individuals who simply work

together. There is no common purpose, and poor communication, antagonistic conflicts, and

avoidance of responsibilities result in negative synergy which results in underperformance. A

real team, on the other hand, contains people with complementary skills who are equally

committed to a common purpose, goals, and working approach for which they hold

themselves mutually accountable.

All teams need people with technical skills, problem-solving and decision-making skills, and

interpersonal skills, and, if the team is to achieve its performance potential, the right mix is

crucial. Too much of one at the expense of the other will result in lower team performance. It

may take time for a team to develop all the complementary skills mention, but as long as the

skill potential exists, the team can grow and develop, even if their personalities are not

compatible. A teams purpose is visionary in nature, much broader than any specific goal. A

common and meaningful purpose provides direction, momentum, and commitment for

members. Goals, on the other hand, are specific, measurable, and realistic. They energize

teams by facilitating clear communication and helping them focus on getting results.

6. Building trust in a team

Trust takes a long time to build and can be easily destroyed. Supervisors can build trust by

communicating with them; explaining upper-management decisions and policies, and

providing accurate feedback. A climate of openness where employees are free to discuss

problems without fear of retaliation builds trust. Know your own problems and limitations

and be candid about them. Make sure youre available and approachable when your people

need support. Respect them and listen to their ideas. Be fair, objective, and impartial in your

treatment of team members. Be consistent. And, finally, be dependable and honest.
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7. Supervisors role in gaining external support for teams

To do its job effectively and efficiently, your team will need tools, equipment, training,

personnel, physical space, and other resources. Its up to you to make sure they get wheat they

need. That means you must be prepared to make your case for what your team needs to your

boss, and to other key decision makers in the organization, keeping in mind that even though

you are fighting for your team, you still must make certain your teams goals and needs are

compatible with the organization as a whole.

Topic : Appraising Employee Performance

Topic Objective:

At the end of this topic student will be able to understand:

 Many supervisors do dislike or even avoid giving employees performance evaluations

 Relationship between goal setting and performance appraisal

 Compare written essay appraisals with BARS appraisals.

 360-degree appraisal

Definition/Overview:

Feedback and Appraisal: Feedback has become an increasingly important skill for all

members of the organization. Management was the level that usually gave feedback in terms

of performance appraisals, day-to-day working, and other work-related issues. In our day of

flatter organizations where many are team-based, feedback has become a skill that everyone

needs to have. Feedback is a tricky area and the instrument helps you see where your

strengths and limitations lie. Feedback is tricky because many of us are not used to giving

feedback that is not unilateral. In prior times where bureaucracies dominated, feedback was

most commonly unilateral with no chance for response or rebuttal. In this century,

management is often more open to hearing what needs to change and hearing it from what

have often been called the troops or those who are the line employees. Given the changing

nature of feedback, it is important to develop good skills or conflict and hurt feelings can

arise quite easily.
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Key Points:

1. Many supervisors do dislike or even avoid giving employees performance evaluations

More often than not, both employees and supervisors regard the performance appraisal as

nothing more than a periodic ritual which is nothing more than a faultfinding session. The

best appraisal is the supervisor-conducted appraisal, but there are times when the supervisor

is not in a position to appraise certain aspects of an employees performance because of his or

her inability to directly observe it. In those instances, both self-evaluations and peer

evaluations can supplement the supervisors appraisal. Keep in mind, though, that self-

evaluations are sometimes a bit inflated and peer evaluations are effective only if the

employees peers are familiar with his or her work.

2. Relationship between goal setting and performance appraisal

Goals become standards of performance and it is the appraisal, which measures whether those

standards have been achieved. Without standards, the supervisor would have no benchmark

upon which to base an appraisal. Intrinsic feedback flows from the job itself; a job well done

instills a sense of satisfaction that needs no outside corroboration. Extrinsic feedback comes

from outside sources wherein another party measures and evaluates the employees

performance and subsequently gives him or her feedback on whether the performance meets

predetermined standards. Employees have more traits than they do behaviors. And if these

traits are similar to the supervisor, it is easier, even if less accurate, to appraise accordingly.

Behaviors take time to document. Traits dont. So the supervisor takes the easiest path.

3. Compare written essay appraisals with BARS appraisals.

A written essay requires no special forms; no special training. The supervisor writes down

what the employee did and thats that. If the supervisor is a good communicator, the appraisal

will read well, even if its wrong. If the supervisor is not a good communicator, the appraisal

will not read well, even if it should. The BARS requires the supervisor to rate the employee

as objectively as possible on definite, observable, and measurable job behaviors. This is not

an easy task. It takes time and training.

No amount of skill or experience will ever eliminate the biases and idiosyncrasies which

inevitably creep into the appraisal process, whether the process occurs in a big or a small

organization. While training can help, too much subjectivity is involved to overcome all

human error. Document, document, document! Evaluate your employees on a constant day-
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to-day basis. Observe their behavior over the entire appraisal period, thereby eliminating the

possibility of recency bias as well as eliminating the necessity of using subjective criteria

such as traits.

4. 360-degree appraisal

The 360-degree review involves the input from a number of different individuals, both inside

and outside of the organization. This type of appraisal eliminates any biases that a direct

supervisor may have. In addition, input from different individuals provides an overall picture

of the employee. One big disadvantage is that the appraisers may not have enough daily,

direct contact with the employee to accurately complete the appraisal fairly. It would be great

if counseling could eventually do away with the need for discipline, but it is highly doubtful

that will ever happen. As to which one is preferable, its situational. If counseling can prevent

discipline problems, its preferable. Unfortunately, however, there will inevitably be situations

which require discipline.

Goal-setting theory states that intentions expressed as goals can be a major source of work

motivation. We can say, with a considerable degree of confidence that specific goals lead to

increased performance; that difficult goals, when accepted, result in higher performance than

easy goals; and that feedback leads to higher performance than no feedback.

Specific hard goals produce a higher level of output than a generalized goal of do your best.

The specificity of the goal itself acts as an internal stimulus. For instance, when a trucker

commits to making eighteen round-trip hauls between Baltimore and Washington, D.C., each

week, this intention gives him a specific objective to reach for. We can say that, all things

being equal, the trucker with a specific goal will outperform his counterpart who operates

either with no goals or with the generalized goal of do your best. If factors such as ability and

acceptance of the goals are held constant, we can also state that the more difficult the goals,

the higher the level of performance. Of course, its logical to assume that easier goals are more

likely to be accepted. But once an employee accepts a hard task, he or she will exert a high

level of effort to try to reach it.

People will do better when they get feedback on how well they are progressing toward their

goals because feedback helps to identify discrepancies between what they have done and

what they want to do; that is, feedback acts to guide behavior. But all feedback is not equally
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potent. Self-generated feedbackfor which the employee is able to monitor his or her own

progresshas been shown to be a more powerful motivator than externally generated feedback.

Topic : Ensuring A Safe And Healthy Work Environment

Topic Objective:

At the end of this topic student will be able to understand:

 Objectives of the Occupational Safety and Health Act

 Three methods of preventing accidents

 Role of Stress in Working Environment

 Physiological & Psychological Stress and Role of Supervisors

Definition/Overview:

Healthy Work Environment in USA: The average American is working longer and

longer hours either and one job or combining more than one job to make ends meet. There

is enormous pressure to succeed in this new world of work. As the analysis notes, burnout

is the exhibiting of chronic and long-term stress. The instrument is designed to assess

where one is suffering from burnout.

Key Points:

1. Objectives of the Occupational Safety and Health Act

The Occupational Safety and Health Act outlines comprehensive and specific safety and

health standards for organizations. These standards are usually translated into organizational

policies, which are enforced by supervisors. OSHA has a five-step priority enforcement

process consisting of imminent danger, serious accidents, employee complaints, inspection of

targeted industries, and random inspections.

2. Three methods of preventing accidents

Accidents can be prevented through traditional measures, such as education, skills training,

and regulation enforcement. Accidents can also be prevented through feedback, involving the

inspection of employee work and direct observation, as well as by enforcing safety as a part
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of the organizations culture. Incidence rates are calculated by studying the ratio of accidents

within a department or within the entire organization to the total number of work

occurrences. Students will likely contribute a number of varying examples.

3. Role of Stress in Working Environment

Stress is a dynamic condition in which an individual is confronted with an opportunity,

constraint, or demand for which the outcome is perceived as important and uncertain.

Burnout is caused by a combination of emotional and/or physical exhaustion, lower job

productivity, and dehumanizing jobs. Stress can be positive if a certain level of stress enables

employees to work more productively, for example.

4. Physiological & Psychological Stress and Role of Supervisors

Physiological stress symptoms include metabolic changes and increased heart and blood

pressure rates. Psychological symptoms of stress include increased tension and increased

boredom. Behavioral symptoms include changes in eating habits and rapid speech. It may be

difficult to determine which symptoms are of greater concern for the supervisor. Student

input may depend on the job being considered, the organizational culture, and the individual.

Student opinions will vary. Many supervisors may feel that employee stressors outside the

workplace are beyond their control; therefore, many supervisors may be especially concerned

with causes of job-related stress as a priority. The existence of burnout in our society of

workaholics is a sign of a lack of balance between doing and being. It is something that

organizations must deal with if they are to retain the best and the brightest. No one can go

forever nor should they for health reasons. But if one is Type A, it is hard to stop because of

the chronic drive to succeed. The instrument measures the impact of life changes on people

and how stress is created. Many of the questions here will not be applicable to the 20-

somethings, such as retirement, but the rest can easily apply. Stress and change go hand and

hand. The relationship with the last instrument would be interesting to apply to this one.

Stress is a part of our daily lives and will probably always be. It is up to us to try to learn how

to manage it. If we dont, it will manage us.

In Section 5 of this course you will cover these topics:
Handling Conflict, Politics, Employee Discipline, And Negotiations

Change Management

The Supervisors Role In Labor Relations
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Topic : Handling Conflict, Politics, Employee Discipline, And Negotiations

Topic Objective:

At the end of this topic student will be able to understand:

 How can conflict benefit an organization?

 Conflict management

 When avoid conflict?

 Politics in Organizations

Definition/Overview:

Conflict Management: The research has shown that there are five conflict styles of

management: Competing, collaborating, avoiding, accommodating, and compromising. The

instrument in use is attempting to assess each ones preferred style, although they note that a

good manager will try to change her/his style to the context of the conflict. However, as also

noted, when push comes to shove, we tend to fall back on our preferred style. The instrument

is to give the person insight into his/her style and as noted, use this information to work

against your natural tendencies when the situation requires it.

Key Points:

1. How can conflict benefit an organization?

Conflict can get people out of a rut by stimulating creativity and change. And it can keep

departments viable and self-critical, responsive, and innovative.

2. Conflict management

Conflict management is the application of resolution and stimulation techniques to achieve

the optimum level of departmental conflict.

If the employee behavior is caused by factors beyond his or her control, discipline cannot

only be inappropriate; it can also be very unfair. It could be that training or counseling is

needed, not discipline. For years, the traditional view was that all conflict was believed to be

bad, so management needed to stamp it out. Conformity to a companys strong culture is one
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answer; that is, if you do not fit into the culture completely, you are either removed or you

remove yourself. Porras and Collins discuss this very insightfully in Built to Last, whereas

Kennedy and Deal did some of the original work in this area. An unfortunate side effect of

this approach is groupthink.

The second phase of thinking noted that some conflict was good but that it needed to be

carefully managed. This was the behavioral approach. Conflict was okay, but not too much

conflict. This approach can lead to stagnation when a tight lid is put on conflict so that people

are fearful for their jobs if they speak out too much. The phase we are in now in terms of a

scholarly view of conflict is that conflict is good and that if there is no conflict, management

better create some. Although all organizations do not embrace this interactive or new view, it

is a vital component if organizations are to grow and change, which is often in a turbulent

environment.

Negotiating styles clearly vary among national cultures. The French like conflict. They

frequently gain recognition and develop their reputations by thinking and acting against

others. As a result, the French tend to take a long time in negotiating agreements, and they

arent overly concerned about whether their opponents like or dislike them. The Chinese also

draw out negotiations but for a different reason. They believe that negotiations never end.

Like the Japanese, the Chinese negotiate to develop a relationship and a commitment to work

together rather than to tie up every loose end. Americans are known around the world for

their impatience and their desire to be liked. Astute negotiators from other countries often

turn these characteristics to their advantage by dragging out negotiations and making

friendship conditional on the final settlement. North Americans tried to persuade by relying

on facts and appealing to logic. They countered opponents arguments with objective facts.

They made small concessions early in the negotiation to establish a relationship and usually

reciprocated opponents concessions. North Americans treated deadlines as very important.

Arabs tried to persuade by appealing to emotion. They countered opponents arguments with

subjective feelings. They made concessions throughout the bargaining process and almost

always reciprocated opponents concessions. Arabs approached deadlines very casually.

Russians based their arguments on asserted ideals. They made few, if any, concessions. Any

concession offered by an opponent was viewed as a weakness and was almost never

reciprocated. Finally, the Russians tended to ignore deadlines.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

38
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



In changing times, creativity seems to be at a greater premium then when all is stable and

predictable. We are clearly living in changing times and in fact, what Charles Handy calls a

time of discontinuous change; that is, the status quo cannot be moved forward. If this is the

case, then our organizations dearly need people who are both talented and creative.

Organizations like 3M have always recruited creative people because the culture is one of

trying things over and over until no use can be found or we would not have Post-it-Notes,

Teflon pans, and any number of incredible products. In Built to Last, Porras and Collins make

the point that the 18 well-managed companies they analyzed live by the idea of trying all

sorts of ideas and keeping the ones that work. In our changing times, this seems like good

advice for organizations and individuals.

Those who fail to acknowledge political behavior ignore the reality that organizations are

political systems. It would be nice if all organizations or formal groups within organizations

could be described as supportive, harmonious, trusting, collaborative, or cooperative. A

nonpolitical perspective can lead one to believe that employees will always behave in ways

consistent with the interests of the organization. In contrast, a political view can explain much

of what may seem to be irrational behavior in organizations. It can help to explain, for

instance, why employees withhold information, restrict output, attempt to build empires,

publicize their successes, hide their failures, distort performance figures to make themselves

look better, and engage in similar activities that appear to be at odds with the organizations

desire for effectiveness and efficiency.

3. When avoid conflict?

Conflict should be avoided when the issue is too trivial to risk confrontation, when emotions

block any meaningful attempt at resolution, or when the potential disruption caused by the

resolution outweighs the benefits of the resolution. Compromise is often used to deal with

interpersonal conflicts. It involves give-and-take for both parties in the conflict. Compromise

is also used to achieve a temporary solution to a complex issue, or when time pressures

demand an expedient solution. At the individual level, researchers have identified certain

personality traits, needs, and other factors that are likely to be related to political behavior. In

terms of traits, we find that employees who are high self-monitors, possess an internal locus

of control, and have a high need for power are more likely to engage in political behavior.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

39
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



The high self-monitor is more sensitive to social cues, exhibits higher levels of social

conformity, and is more likely to be skilled in political behavior than the low self-monitor.

Individuals with an internal locus of control, because they believe they can control their

environment, are more prone to take a proactive stance and attempt to manipulate situations

in their favor. Although individual differences can play in fostering politicking, the evidence

more strongly supports that certain situations and cultures promote politics. More

specifically, when an organizations resources are declining, when the existing pattern of

resources is changing, and when there is opportunity for promotions, politics is more likely to

surface. In addition, cultures characterized by low trust, role ambiguity, unclear performance

evaluation systems, zero-sum reward allocation practices, democratic decision making, high

pressures for performance, and self-serving senior managers will create breeding grounds for

politicking.

This instrument assesses ones management of image. As the analysis notes, most of us are

concerned with the image that others have of us. Impression management is process by which

people attempt to control the impressions others form of them. The instrument itself assesses

five impression management strategies from self-promotion to ingratiation to exemplification

to intimidation to supplication. Impression management is particularly important in a society

so inundated with media and impressions. We tend to receive 15-second sound bites as

information; make judgments about interviewees in the first 30 seconds; and many are

looking for that 15 minutes of fame. In organizations impressions translate to: perception is

reality. If you are seen as capable, you will be so judged until you somehow fail in such as

way that it cannot be ignored. And if you are judged to be marginal, you will be so perceived

unless you do something spectacular. Or as this instrument shows, how you manipulate your

context, how you manage your impression, will greatly impact how you are managed and

how you manage others. It is important for people to know their style and how it might fit

into an organizational culture.

To understand how discipline works, it is important to have a foundation in how humans

learn. Learning is going on all the time. A more accurate definition of learning, therefore, is

any relatively permanent change in behavior that occurs as a result of experience. How do we

learn? Learning is built upon the law of effect, which says that behavior is a function of its

consequences. Behavior that is followed by a favorable consequence tends to be repeated;

behavior followed by an unfavorable consequence tends not to be repeated. Consequence, in
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this terminology, refers to anything a person considers rewarding (i.e., money, praise,

promotions, a smile). If your boss compliments you on your sales approach, youre likely to

repeat that behavior. Conversely, if youre reprimanded for your sales approach, youre less

likely to repeat it. A devils advocate purposely argues against the majority, or the way things

are going. The devils advocate plays the role of the critic, even if he/she actually agrees with

the position in question. The advocate attacks the thats the way weve always done it around

here mentality and, in so doing, can improve the quality of group decision making.

4. Politics in Organizations

Politics is part of the nature of nearly all organizations. Power plays and manipulation are

common, and the supervisor must be aware at all times that there are always those who are

trying to improve their positions by using both. The culture of the organization will determine

the extent of the political behavior. Position power is formal and easy to assess. Not as

evident, but perhaps as important, is the persons power which is the result of expertise,

charisma, or some other dimension. Key power people control both information and

resources.

Topic : Change Management

Topic Objective:

At the end of this topic student will be able to understand:

 Environmental forces that might affect supervisors and require changes in a department

 Traditional model of the change process

 Employee Perceptions Regarding Change

 Supervisors should be concerned with an employees work-related attitudes

 How do creativity and innovation differ?

Definition/Overview:

Change Management:Type As are common in North America. Despite some of the

problems that are pointed out, one can easily speculate that the CEOs and upper management

of most American companies are Type As. One can further speculate that most of these have

come from the baby boomer or silent generation/veterans and are most probably As. Twenty-

somethings tend to be Type Bs and much better suited to be team players than many of their
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colleagues who are older or their bosses. They tend to balance out work and family, working

to live.

Key Points:

1. Environmental forces that might affect supervisors and require changes in a

department

External forces for change include the marketplace, government regulations, technology, and

economic forces. All of these have affected supervisors and the workplace. The globalization

of business and changing market expectations, more and more laws governing employment

and business practices, technology which has prompted rapid change, and economic forces

which often directly impact the organization are the primary external forces. Internally,

planning which could change the course of the business, new equipment which could require

new skills, a more culturally diverse and higher educated workforce, new compensation

plans, and changing expectations of employees have all affected supervisors and required

departmental changes to adapt.

2. Traditional model of the change process

The traditional view of the change process is to get away from the status quo, implement the

change, then fortify and sustain the change. The contemporary view sees change as being

constant, often chaotic, as opposed to the traditional view of change as an occasional

disturbance in an otherwise peaceful world.

An interesting question facing American businesses is the fact that most of the 20th century

entrepreneurs and top managers were Type As and created a very prosperous economy, not

single handedly, for other events also helped such as the aftermath of WWII, but they work

hard and defined themselves as company men (most were men until after the Civil Rights Act

of 1964; for an excellent analysis of the corporation and gender issues The digital or

knowledge-based economy calls for a different set of skills and drive, that is, working

smarter, not harder may be the major key to success. Stress is very evident in Type As, as

they drop dead from a variety of stress-related diseases. Type Bs are not as stressed because

they work with a different set of goals in might that include living ones life, not having it

more or less dictated by the firm. So the question to be answered: will the preponderance of

Type Bs over time secure the economic dominance the United States has so long enjoyed?
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3. Employee

Perceptions

Regarding Change

We all distort the

cues we observe to fit

our own perceptions.

Our selective

perception creates a

world we are

comfortable with,

and we resist anything that threatens to disrupt or change it.

[Figure 2: The three-step traditional view of the change process]

If employees have trust and confidence in you, they will be less likely to feel threatened by

any changes you make and, consequently, they will be less prone to resist them. But trust

takes time to build and it is fragile, easily destroyed.

4. Supervisors should be concerned with an employees work-related attitudes

Attitudes are how people feel about objects, people, or events. If the attitudes are negative,

worker performance will suffer. Changes will almost surely be met with stiff resistance and

the morale of the department will suffer. Bad attitudes have to be changed and once they are,

the change has to be reinforced. Otherwise, the changed attitudes will fade over time and the

change process will have to start all over.

5. How do creativity and innovation differ?

Creativity is the ability to combine ideas in a unique way or to make unusual associations

between ideas. Innovation is the process of taking creative ideas and turning them into a

useful product, service, or method of operation. Students examples will vary. In changing

times, creativity seems to be at a greater premium than when all is stable and predictable. We

are clearly living in changing times and in fact, what Charles Handy calls a time of
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discontinuous change; that is, the status quo cannot be moved forward. If this is the case, then

our organizations dearly need people who are both talented and creative. Organizations like

3M have always recruited creative people because the culture is one of trying things over and

over until no use can be found or we would not have Post-it-Notes, Teflon pans, and any

number of incredible products. In Built to Last, Porras and Collins make the point that the 18

well-managed companies they analyzed live by the idea of trying all sorts of ideas and

keeping the ones that work. In our changing times, this seems like good advice for

organizations and individuals.

The instrument measures a number of characteristics of the changing workplace. The higher

ones score, the more one is comfortable with change. Peter Vaill wrote Managing as a

Performing Art: New Ideas for a World of Chaotic Change in 1989, and it is a very

interesting topic on change that is still very current. This instrument was taken from that

topic. In this topic, Vaill discusses change in two ways: calm water (the stable times when

bureaucracies were the structure of choice) and white-water rapids, the time we are now in.

These two metaphors capture what he thinks of change. It is much more difficult to survive in

white-water rapids, particularly if you have never experienced them before. Many of our

managers are very accustomed to calling the shots and trying to control their environments

through ads, lobbying, marketing, and image. Those days are still with us on some level, but

the ground is not longer a level playing field, as the economy is changing and is greatly

affected by globalization.

Topic : The Supervisors Role In Labor Relations

Topic Objective:

At the end of this topic student will be able to understand:

 Three pieces of legislation have been most important in defining the rights of management

and unions

 Process for establishing a union as the legal collective bargaining representative for

employees

 Difference between union shops and agency shops

 Collective bargaining
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Definition/Overview:

Supervisors Role in Labor Relations: With our very changing and turbulent 21st century,

the ability to deal with ambiguity will be essential to success and perhaps any semblance of

good mental health. If one is rigid in our times, she or he is unlikely to feel comfortable in

most organizations other than traditional bureaucracies, incompetent in companies that expect

change and adaptation, and may actual feel like dropping out of the work world completely, a

loss for both organizations and self.

Key Points:

1. Three pieces of legislation have been most important in defining the rights of

management and unions

The Labor-Management Relations Act (Taft-Hartley Act) was enacted to balance out the

power between unions and management. The National Labor Relations Act (Wagner Act)

gave power to unions that eventually was abused, so the Taft-Hartley Act made certain union

practices illegal, just as the Wagner Act had made certain management practices illegal. The

Landrum-Griffin Act was enacted to watch over the internal workings of unions in an attempt

to limit any corruption in labor-management relations. Jobs in the sector where unions

traditionally were the strongest, blue-collar manufacturing jobs, have declined in recent years

because of automation, or jobs being exported to countries with lower labor costs. Women,

professionals, government employees, and service workers have grown in numbers in the

workplace, but they have been resistant to efforts at unionization. Companies have also been

able to discourage unionization by offering basically the same wages and working conditions

employees would get if they were unionized.

2. Process for establishing a union as the legal collective bargaining representative for

employees

The union must secure signed authorization cards from at least 30% of the employees it

desires to represent. The union or management then petitions the National Labor Relations

Board (NLRB) for a representation election. The NLRB evaluates the authorization cards,

clarifies the bargaining unit, and identifies which employees the union will represent if it

wins the election. A secret-ballot election then takes place within 25 days after the NLRB

receives authorization cards. If 50% + 1 vote yes, the NLRB certifies the union; if less than

50% + 1 vote yes, another election cannot be held for one year.
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3. Difference between union shops and agency shops

A union shop requires employees to join the union once they start working there. An agency

shop does not require an employee to join the union, but does require that the employee pay a

fee equal to union dues.

4. Collective bargaining

Collective bargaining begins a process for negotiating a union contract, and for administering

it after it has been negotiated. Mandatory bargaining issues include wages, hours, terms and

conditions, and the grievance procedure. Collective bargaining is required by the Wagner

Act. The collective bargaining process begins as soon as the previous contract is agreed upon

or union certification is achieved. Both sides come to the bargaining table with a set of

demands; these demands are studied by both sides until both sides come to an agreement.

Collective bargaining aims to satisfy the demands of both labor and management in an

attempt to create a workable relationship. Even if a union exists, however, company officials

still retain the right to run the business.
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