SUPERVISION


As a supervisor, you must rely on others to accomplish your goals. To perform the human relations aspects of a supervisory job smoothly, develop an awareness of basic principles of supervision and become skilled in applying them.

Recruiting Employees

You should share with your manager and the personnel department in the selection of a new employee whom you will supervise. However, your responsibilities may range from very little responsibility to a major role.


When you are recruiting an employee, begin with an up-to-date description of the job to be filled. List the duties to be performed and the qualifications. Rank the qualifications in the order of importance for the job. Consider the applicant’s potential for promotion within the organizaton, for an objective of every organization is promotion from within.


Use the list during the interview. Learn how to conduct job interviews. Consult references on personal management for techniques to apply. Interview more than one applicant for each job. 


In making the final selection, use all the criteria available concerning each applicant. After you have narrowed the selection to two or three prospects, discuss them with your manager. Solicit the questions and comments of your manager.


Spend ample time in making the selection. By making the right selection, you can recruit a productive worker who enjoys her job. The wrong selection can result in work problems or personnel problems or both and may eventually lead to employment termination.

Orienting the Employee

How an employee is treated is an important factor in morale building in any office. Allow time on your schedule for helping her adjust.


Behave in a friendly way and introduce the new employee to the others in the office with whom she will be closely associated. Explain briefly what each one does.


Go to the work station and identify where to put her personal belongings. Tour the office building, pointing out the rest room or lounge, coffee shop, cafeteria, and building entrances. If parking facilities are provided, show where to make arrangements for parking.


Even though the personnel department may have explained her working hours, discuss starting time and your expectations regarding breaks during the working day. Arrange a lunch with others for the first few days. If your organization does not have a personnel department, provide a brief on all the personnel policies yourself.


Give her an overview of the job and communicate that you expect the new employee to work into the job gradually. Provide a manual or written instructions which apply to the specific tasks. Explain how to use the organization’s telephone directory, pointing out names necessary to know. Usually the names of executives and of departments are located in one section of the directory. 


As you talk, allow time for questions and comments. And then provide some work. Be considerate and convey the impression that you are considerate. At the end of the first day the new employee should be saying, at least to herself, “I’m going to like this.”

Teaching


One of your main functions will be teaching the new employee to perform the job with a minimum of supervision. Start with a part of the job which will be fairly easy to perform and then gradually provide guidance into the total job. Find out what is already known about the type of work to be performed. 


Provide the new hire with written instructions and illustrations. Either issue an office manual or, if one is not available, prepare the instructions yourself. Demonstrate as well as explain.


Leave her to work alone as soon as you can. Check frequently, but do not over supervise. Be willing to answer questions at any time.

Assigning Work Loads

You can pave the way for an employee to experience a feeling of accomplishment by dividing work into batches and giving the employee one batch at a time, perhaps an assignment which can be finished in two hours. Setting subgoals for the employees you supervise will be an important part of your work.


Check the finished work at the time it is submitted to you to assure the employee that it is satisfactory and to spot errors which must be corrected.


Give new employees some repetitive tasks enabling them to work successfully for a period of time without asking for help. However, rotate the work to provide enough variety to keep the employee from becoming bored or experiencing unnecessary fatigue.


Workers experience the greatest job satisfaction from performing the complete job. Therefore, look for ways to change a new employee’s assignment from performing a segment of a job to that of beginning a job and following it through to completion.

Gaining Cooperation and Respect

One way to gain the cooperation of employees is to be cooperative yourself. Cooperation and respect are earned. To be successful as a supervisor, you must earn the respect of those whom you supervise.


Two major factors in gaining cooperation and respect are how the supervisor plans, organizes, and schedules work and the supervisor’s attitude toward the employees.


Some supervisors create problems which need not exist because their performance as a supervisor is inadequate.


A supervisor’s attitude toward the employees should respect them, a recognition of their needs, and a sincere appreciation of their contribution to the objectives of the organization. A successful supervisor will request that work be done. There is no need to destroy morale by demanding or controlling with fear. However, a successful supervisor must be impartial, and this requires being firm and consistent. Rules and regulations must be followed by everyone in the organization.

Personnel Problems

Personnel problems will arise, and each one must be studied carefully and handled as a specific case. Be careful not to show favoritism. You can keep down much resentment by being absolutely impartial.


Before you take action on any problem, get the facts and look for the problem behind the immediate problem; for instance, an employee’s absenteeism may be due to lack of interest in the job.


A new supervisor can take problems too seriously. Do not be overly concerned about problems. Do not spend your time on a problem that will correct itself, yet face up to the problems you must handle. A subtle approach may be the best means of tackling certain problems; for example, you can appeal to an employee to dress more appropriately by complimenting appropriate dress; or you can set short‑range goals for a worker who lacks perseverance rather than addressing the issue directly.

Advising on Personal Problems


Employees who respect you and look to you for leadership on the job may seek your advice concerning personal problems. Do not encourage employees to bring their personal problems to you, but when someone does, listen. Serious personal problems do effect a person’s job performance. Knowing an employee’s problem will enable you to be sympathetic and understanding.


Do not give advice on personal problems. Listen while an employee talks out her problem and help identify choices and her consequences related to each choice.


Be extremely cautious in dealing with personal problems. Proceed cautiously so that an employee who makes the wrong decision cannot and would not blame you for poor advice. A person who has serious difficulties frequently tries to place blame.
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