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GUIDELINES FOR SUPERVISORS

FORWARD
Good Supervisors are made not born. There is, however, no formulator making a good Supervisor. Nor is there a standard set of principles and techniques which the Supervisor must master to guarantee his success.
Supervision is a craft ‑ the kind of work in which skills are highly personalized, each bearing the stamp of individuality and uniqueness of the craftsman. As with skills of other crafts, the skills of supervision fall within certain categories or kinds of work. It may be hard to say where one category ends and the next begins and, at many stages of the supervisory process, two or more kinds of effort may be exerted at once. Even so, these principles and techniques of supervisory action are separate and distinct ‑ they are basic to the building of Supervisory skills.
These Guides then, are Training Materials designed to refresh and reinforce the skills of supervision. They, alone, will not assure the building of good supervision in the Department of agriculture; but, if studied and applied, they will contribute to our objective ‑ making the supervision of the Department of Agriculture a model for all to follow.
There is no job that is more important, more difficult or more challenging than supervising the work of others. Good supervision takes more knowledge, skill, common sense and foresight than almost any other kind of work. The success of the supervisor in the performance of his duties determines the success or failure of the Department's programs and objectives. An individual can become a good supervisor only through a lot of dedicated, hard work and enlightening, rewarding experience ‑ through formal training programs and informal work experience.
When the supervisor functions as he should, his role can be summarized or generalized into two extremely broad categories or kinds of responsibilities which are, in actual operation, merely different facets of the same activity ‑ he cannot do one without the other. These are following the principles of supervision and applying the methods or techniques of supervision. Both must contribute to the attainment of the objectives of the organization.
The Principles of Supervision

When asked what generally controls work activities, the thoughtful supervisor will reply, "one's objectives and principles and the realities of the given situation." None of these alone will control or explain action; all are operable in any situation. However, the objectives must be the aim of work activity, and work activity must be taken by individuals. Then, the principles of supervision‑general

rules, concepts, fundamental truths, accepted tenets ‑are the guides by which the supervisor proceeds from one situation to another. They are enormously important because they govern action ‑ the application or operation of the techniques of supervision. Some of the more important principles of supervision are.
1.
Management and supervision, considered functionally, cannot be separated or set off from each other. They are coordinate, complementary, mutually shared functions in the operation of any organization.
2.
Management is ordinarily concerned with conditions and operations in general; supervision is ordinarily concerned with improving work in particular.
3.
Supervision should be sensitive to change, should be permeated with the experimental attitude, and should engage constantly in reevaluation of aims and the value of policies, materials and methods.

4.
Supervision should be based upon the democratic philosophy,

a.
Supervision should respect personality and individual differences, and seek to provide opportunities for the best expression and creativeness of each personality.
b.
Supervision should provide full opportunity for the cooperative formulation of policies and plans by welcoming and utilizing the free expression and contributions of all concerned.

c.
Supervision should stimulate initiative, self‑reliance, and individual responsibility on the part of each person in the discharge of his duties.

d.
Supervision should be based upon the assumption that workers are capable of growth. It must accept idiosyncrasies, reluctance to cooperate, and antagonism as human characteristics, just as it accepts reasonableness, cooperation, and energetic activity. The latter are assets; the former are challenges.

e.
Supervision should substitute leadership for authority. Authority should be recognized as authority derived from the facts of the situation. Personal authority, if necessary, will be derived from group planning.

5.
Supervision should employ scientific methods and attitudes insofar as those methods and attitudes are applicable to the work, the worker, and work processes.
6.
Supervision should, in situations where the methods of science are not applicable, employ processes of logic in studying, improving, and evaluating work, workers, and work processes. Supervision, either by scientific methods orderly thought processes, should derive and use data and conclusions which are more objective, more precise, more sufficient, more expertly secured, and more systematically organized and used than are the data and conclusions of uncontrolled opinion.

7.
Supervision should be creative.

a.
Supervision should provide opportunity for the exercise of originality and for the development of unique contributions of creative self expression. It should seek out and develop latent talent.

b.
Supervision should determine procedures and action based upon the needs of each situation.

c.
Supervision should deliberately shape and manipulate the work environment for maximum results.

8.
Supervision should proceed by means of an orderly, cooperatively planned, scheduled and executed series of activities.

9.
Supervision should be judged by the economy and efficiency of the results it secures.

Supervisors who are familiar with and are guided by the principles of supervision are generally much more effective and efficient than those who operate on the technique level. The fundamental principle involved in any given situation will help to guide and select any one of several techniques which might be applied. Also, principles aid in the evaluation of techniques because they furnish broader and more fundamental criteria by which to judge techniques. The consideration of general fundamental principles tends to force personal bias, prejudice and opinion out of the particular situation; This is not to say that methods or techniques are unnecessary or unimportant. Nothing could take place without ways of doing things ‑ methods and techniques. They are the changing, fluctuating aspect of supervisory action. Underlying these, however, are the more permanent, fundamental principles that govern the use of methods or techniques and, in the long run, determine success or failure.

The Techniques of Supervision

The techniques and methods of supervision are ways of doing things ‑ the tools through which results are accomplished. They include planning, organizing, decision making, performance evaluation, position classification, disciplinary actions, training, health and safety programs and many other similar activities.
The supervisor will not use one technique alone. Action must be based on the objectives and principles that apply and must be accomplished through the use of several techniques. For example, the supervisor cannot plan without considering all the factors that bear upon or affect reaching the objectives of the planned activity. This would include making decisions, directing, coordinating, understanding employees and many other related activities.
These factors have been broken down or separated for purposes of discussion. In actual operation they must all be considered together, along with the various interrelationships among them. The supervisor must mentally consider and integrate or coordinate all these factors into each decision and activity he plans or executes. In this way he will be able to act on a "united front" in whatever he does.
The point is, the supervisor must follow the principles and apply the methods and techniques of supervision so that all the skills, knowledge, and abilities he commands are used in determining what action to take in each situation that confronts him. This is what makes supervision difficult, challenging work. It's importance cannot be overemphasized.
GUIDES FOR SUPERVISORS ON MANAGEMENT RESPONSIBILITIES

Planning
One of the most important and most difficult functions of the supervisor is planning the work of his unit. The supervisor's success will largely depend on his ability to make proper plans. The purpose of this Guide is to acquaint the supervisor with some of the more important factors he should consider in his planning activities.
The Nature of Planning
The Plan is thinking through the actions necessary to accomplish an objective or mission. It involves the use of judgment and discretion in determining which actions will be most effective to meet estimated future situations and needs. Planning, the guide or blueprint for effecting the unities mission, consists in the following steps:
1.
Considering the purpose, objective or mission to be accomplished.
2.
Determining what can be done to achieve the purpose, objective or mission, and
3.
Choosing the most effective and feasible action to be taken. If the supervisor gives detailed consideration to these fundamentals, he will receive necessary guidance on what, when and how action should be taken. The problems faced in planning may take many forms. They may involve determining how to organize the unit, what equipment to use, what space to request, the kinds of abilities to employ, what responsibility to delegate, what methods of control and coordination to use or any one of many other similar things. It is equally true that decisions made about job problems may take several different forms. For example:
1.
When a decision is made as to what is to be done in a given situation, policy has been established.
2.
When decision is made as to how some work is to be done, operating procedures have been established, and

3.
When a decision is made as to where the various functions in the unit are to be grouped and related to other functions, an organizational pattern has been established. This brings out an extremely important principle ‑ planning runs through, affects, and is affected by every aspect of the unit's activities.
The Planning Process
There are several sell‑defined steps in the planning process. The following is a brief summary of what is involved in each of these steps. Determine Objectives action that will accomplish the objective.  Effective plans cannot be made without a clear definition and understanding of the mission or objectives to be accomplished. It involves the determination of general and specific goals, the role each unit in the organization must play in order to promote the total mission, and the identification of each unit and function so as to assign responsibility and avoid duplication. When the mission or objectives have been firmly established and clearly understood the various means of accomplishment can be considered.
Analyze the Situation
The planning process should continue with an analysis of the situation as it exists or as it can be foreseen. At this point, the planner is asking himself and others. What are the pertinent facts that bear on this situation? What do I have to work with? What assumptions can safely make? Answers to questions like these provide information for planning. Only to the extent that the answers are valid, will the planning be sound. Many times it is difficult to secure the information needed, which usually involves some aspect about men, money, material and time. Frequently one or more of these factors will be limited as when a deadline date has been established or a fixed budget must be followed. Although these factors may limit, they do not lessen the need for sound planning. 
Interpret the Facts
At this stage of the planning process organized facts will show clearly just what there is to work with. The information must be sorted, analyzed and integrated to determine whether important information is still missing. The more the information is studied the more clearly one can see how it fits together. There will usually be two main sets of relationships. The first has to do with cause and effect. What caused this to happen? or How can we bring this about? The second has to do with time sequence. Which event takes place first? Is there a chain of actions? Are they in the right order? Getting all the facts aligned in this way will show additional relationships and further clarify the situation. This kind of interpretation will disclose blank spots where more facts are needed and will help to weed out items that are not pertinent. This gathering and interpretation of facts must continue until a complete picture of the planned activity is formed.
Draw Tentative Conclusions
This thorough study and analysis of the situation will lead to ideas of what should be done to bring about the desired result ‑ accomplishment of the mission. The more facts the planner has, the more valid these ideas become. Toward the end of the analysis stage there should have been developed a number of tentative courses of action, any one or combination. 
Decide on the Final Plan
At this point in the planning process the problem is to decide which of the several possible courses of action is the best one to take. Decisions of this kind are not always easy to make. Because they may have far reaching effects, it is important that they be sound decisions. Consider all the information carefully; then make the decision.
TYPES OF PLANS
Planning can be classified as ‑ immediate or short range, and long range.

The need for immediate planning comes about because of some condition, situation or problem that needs immediate attention. Action is necessary to correct a difficulty that exists or to make a change desired by a superior. Sometimes very little time is available before action must be taken. Yet, some plans must be made to insure that the correct facts are secured, that an estimate is made of the situation, that a review is made of what is known and a decision made as to what to do. On the other hand, much planning is designed to give guidance over a long period of time. More care can be taken in gathering the needed information and in making the necessary decisions. Particularly in long range planning it is necessary to provide for changes in the plans. Many times all the needed information will not be available to make firm decisions. A tentative plan or alternative plans may have to be prepared and final determination made at the time for action.
Planning as Forecasting
Because long range planning is so important to the accomplishment of the mission of any organization, it necessarily becomes a prominent part of the job of the supervisor. Unless he can look ahead and predict with some accuracy what the future holds, he will be constantly caught unprepared. This forecasting cannot be a hit or miss affair; it cannot rest on guesses; it must be based on all the information that can be brought to bear. It is difficult to describe exactly how such planning takes place because there are several different approaches that may be used. The following is a summary of these aspects of forecasting which usually appear in the process presented in the order in which they most frequently occur.
Securing Advance Information
Advance information should be gathered from all p05sible sources. Research, literature, observations and experience, and the work of other planners are important sources for gathering information. However, one of the most important sources is the planning by higher officials. Since any operation may be seriously affected by higher level planning, it is advantageous to find out as early as possible the nature and extent of such changes. The sooner this information is available the more time the supervisor will have to make his own plains to put the changes into effect. About the only place that valid information of this nature will be available is from the supervisor's own chief.  Here is where a close job relationship with one's superior will pay off. This advance information will make possible a smoother transition and a more efficient operation after the change is implemented.
Studying Trends
Any supervisor who studies his operation will note that conditions are changing. Records should be kept about these changes. However, merely to secure and record information are not enough. Significant trends must be identified and studied, in fact, most changes have to be 5tudied for determination of whether they are significant. Questions such as the following should be asked; What '5 the reason for this change? What should be done about t? Does it represent a pattern? What effect will it have? When should action be taken? Is the rate of change increasing or decreasing? Will it reach a peak? When? Will it diminish or continue? Why? It is not easy to answer these questions but the good planner must try.
Reviewing Past Experiences
The quality of forecasting depends upon the wisdom used in the planning. Some of the most important aids in this planning are the various experiences of the planner and those with whom he works. No situation is completely new. The problem is to sort the new from the old, the useful from the obsolete. Care must be exercised that precedent is not blindly followed. The solution that worked before may he used again; however, there may be a better way people can and do make progress. The experiences of the past form a reservoir from which ideas can be drawn. New ideas tempered by this pool of experience will contribute to better forecasting and planning.
Making Assumptions
There is considerable variation in when assumptions should be made. At some point some assumptions must be made such ass ; that changes will occur; that some trend will continue, or diminish, or reverse; that facilities, material and technical know‑how will be available. Since it is impossible to be sure about these assumptions there will be risk involved. All planning for the future involves such risks. The important thing is to have thought through the situation carefully, to have recognized the risks and to have made the assumptions with full knowledge of what is involved. It is at this point that many supervisors fail. They are unwilling or afraid to take the risk, of course, some assumptions may eventually prove false but this does not mean that all assumptions are unwarranted. The supervisor should recognize a changed situation and modify his plans to fit it.
Preparing Operational Plans
To this point emphasis has been placed upon the thinking process that precedes formulation of a definite plan of action.  At this point the thinking must begin to crystallize into a definite plan. The best way to do this is to write it out to spell out clearly what is to be done. The objective is to clarify the actions to be taken so that each unit and each persoh involved will understand clearly what is expected. It is desirable to secure the participation of those who will be affected by the changes. This provides a broader base of experience and facilitates understanding and acceptance of the plan of action. Those who have had a part in preparing plans are likely to do their best to make them work.
CHECKING AND SCHEDULING THE PLANS

It is common experience to find that, no matter how carefully the planning was done, the result is not exactly what had been expected. To guard against major errors in plans, it is desirable to have them reviewed. This must be done both before and during the operation of the plans. When errors or rough spots are found, re-planning will be necessary to eliminate the trouble. Some new techniques have been developed to assist in this phase of planning. One of these is the Program Evaluation and Review Technique (PERT). This involves identifying all of the activities and events involved in a project, their sequence, inter-relationship and estimated time for completion. A network is prepared which visually shows the inter‑relationship of all events and the total time required for the project. A critical path is then determined showing that series of events requiring the longest period of time for completion and thereby dictating the total time requirements of the project. Completion of a project in a shorter period of time may be accomplished by taking resources from some part of the network which has slack time and adding them to the critical path.
PERT is a very effective technique for complex projects. Its complexity is underscored by the fact that electronic computers often are used to develop PERT networks. However, most plans can be developed using less complicated procedures. Simple flow charts and bar graphs can be effectively used in laying out plans and schedules. The planner should exercise caution to avoid over planning as well as under planning.  In its simplest terms, scheduling can be expressed as who will do what work and when he will do it. However, this will involve many aspects of the activity involved, for example, the priority and sequence of the work, the time required, the skills needed, and other factors. The better the work is scheduled the less effort it takes, in total. In long term scheduling approximations will be used in the short term schedule it is necessary to be very specific. Actually, the short term schedule may be the immediate portion of a long term schedule crystallized for specific action. There are a number of useful rules about schedules that have developed from experience. These are listed below as suggested guides:
1.
Plan first and schedule afterwards.

2.
Schedule everything to be done, insofar as possible.

3.
Hold to the schedule as closely as practical.

4.
Plan for the unexpected.

5.
Coordinate the schedule with others involved.

6.
Make the schedule known.

7.
Analyze and revise the schedule to keep it up to date.
SECURING APPROVAL OF PLANS

Many of the plans that are made by the supervisor will require approval of higher authority before they can be put into effect. Securing such approval is often a matter that, in itself, requires some planning. To assure successful operation of the plan, understanding, agreement and support from superiors are necessary.
One good way to get approval is to work with one's superior ‑ get approval as the plan progresses. Another factor to consider is the proper time to approach the superior. Good timing will go a long way in securing acceptance and approval. When ready, the plan should be presented in as effective a manner as possible. Some guides to consider in this are:
1.
Open with a brief statement of what the plan is about.

2.
Follow with a direct assertion of the gains expected.

3.
Present step by step the changes and innovations necessary.

4.
Answer questions about costs.

5.
Conclude with a brief restatement of the anticipated gains.

This pattern answers basic questions about the plan that will arise in the mind of the superior; it saves time. Further clarification or explanation can be made afterward if needed.
Organizing
Good supervision requires thinking through what is to be done in the conduct of an operation before the wheels are met in motion. On the basis of this planning a course of action is chosen. From the beginning organizational problems arise. In fact, as soon as a decision is made, there is a need to organize the facilities and resources for effective accomplishment of the objective. This requires additional planning and more decisions as to how the best organization can be set up to accomplish this.
THE NATURE OF ORGANIZATION

Organization has been necessary ever since men began working together to accomplish a common purpose. This comes from the need to find a more effective way to get something done. When several people cooperate in some activity, someone must take charge and be responsible. The process of organizing helps make the cooperative effort effective by the determination of internal relationships to clarify lines of authority, flow of work and channeling of information. Some aspects of the process help to understand the nature of what goes on in organizing or reorganizing work operations.
Objectives

Unless and until there is a clearly defined purpose for a unit there is no reason for organization. Men organize to accomplish a specific objective ‑ setting the objective must come first. The clearer the goal in the minds of the organizers ‑ the better the end understood ‑ the better defined the various relationships can be. The objective influences organizations at every level from top to bottom each unit has its own purpose to accomplish and its own organization to get the job done.

Objectives are not, however, inflexible goals. Revisions or new goals are frequently required as conditions change. Not only do new methods, materials, work products, or location cause changes but new laws, different personnel, and public opinion also effect decided changes in purpose. When the purpose changes, organizational structure should be made to conform to the new objective.
Effect of Specialization
As the relationship between the units of an organization are determined, the total pattern begins to take on form and shape.  In a sense the organizer is building a structure in that he identifies and separates the constituent parts and specialties and then ties them firmly together in the proper relationship, one to another. The organization becomes increasingly complex with greater specialization and further delegation. Each such step means more complex work relationships and more intricate organizational structure.
Delegation of Responsibility and Authority
When the supervisor finds his job cumbersome, he should take stock of his work pattern. Obligation of the more routine aspects of his work is often the way to reduce demands on him. Determination of what he can delegate must come after a careful analysis of the job situation. There are a few criteria which may be applied:
1.
The delegated task should be one the employee can perform satisfactorily.

2.
It should be an activity that will appreciably relieve the burden of the supervisor.

3.
The duty delegated should be that of other than a policy making nature

4.
The delegation should not overburden the subordinate.

5.
The delegation should permit the employee to use his creative and work abilities to their fullest.

If the supervisor asks an employee to be responsible for some duty he should make sure that the employee has the authority to discharge the responsibility. The tendency is to forget that the subordinate will not have the same authority as the supervisor. This may cause frustration and embarrassment for the employee. Obligation should be made in writing and reflected in the organizational pattern. Decentralization is closely related to delegation in that major segments of work are transferred to a lower level in the hierarchy. The larger an organization, the more the need to shift responsibilities and operations downward. Each such change means an organizational change.
The Human Element
In theory, organization has to do with the work to be done rather than with the people who do it. While theory directs first the establishment of the organization and then its staffing, reality is seldom that simple. In most instances there are personnel already at hand who must be considered. Under these circumstances the organizer can seldom get an employee who will meet all the job requirements. In such a situation difficulty may be reduced by planned training or assistance where needed or by modifying the organizational structure to fit the qualifications of the man.
GUIDES FOR ORGANIZING
After reviewing some factors that must be considered in planning organizational structure some guides to better organizing can be considered. While it is true that people can make poor organization work, it is equally true that a better planned structure will accomplish results far more efficiently.
Signs of Poor Organization
The effects of poor organization are important because they are indicators of a situation that needs correction. Some of these signals are:
1.
Lack of control.

2.
Decentralization without delegated authority and responsibility,

3.
Individual action and "empire building" by subordinates.

4.
Failure of communications ‑ misunderstandings.

5.
Strain between headquarters and field offices.

6.
Inefficient use of manpower and material,

7.
Poor planning and decision making.

The supervisor must watch for these signs and symptoms and take prompt action to correct their cause.
The Basis for Organization
There are several different ways in which organizational planning can be approached. The three major approaches are to base organization on:
1.
The broad functions to be performed,

2.
The specific operations required, or

3.
The place where the work is to be done.

It can easily be seen that all these factors must be considered in setting up a sound organization. Frequently all three are used in one organizational structure.
Types of Organizational Components 
To clarify the relationships between various units of an enterprise, it is necessary to determine what these units will be and then to analyze each of them. As the analysis progresses and the structure takes form it begins to reflect lines of authority or line relationships. These line functions are those through which authority is exercised to accomplish the objectives of the enterprise. The terms line units and operating units are used to distinguish the designated functions from staff or auxiliary functions. As an enterprise grows, the responsibilities of supervision grow likewise. It is common practice to provide specialized advisors to assist the administrative head. These advisory units are called staff and are responsible to and function as a part of the head of the organization.
Principles of Organization
Supervisors at every level share responsibility for effective organization. To help in this, the following list of generally agreed to principles is provided:
1.
Each unit should be organized to accomplish its mission.

2.
Each unit, if possible, should be organized around the operations necessary to achieve the mission rather than around the people available for the jobs.

3.
Each organization must have clear lines of authority and responsibility running from the top to the bottom.

4.
In each case sufficient authority must be delegated to a subordinate to enable him to discharge his responsibilities.

5.
No employee who occupies a single position or plays a single role should be subject to orders from more than one source.

6.
Each person should have functions that permit him to make full use of his capabilities.

7.
Each supervisor should have enough sub-coordinates and/or activities to keep him fully occupied, but he should never have more subordinates reporting to him than he can direct effectively. The precise number of subordinates who should report to one person cannot be set because the supervisor's span of control will vary with such factors as:
a.
The experience and ability of the supervisor.

b.
The abilities of those supervised.

c.
The complexity of the work.

d.
The personal characteristics of the supervisor and the supervised.

e.
The distance between individuals being supervised.
8.
Any principle of organization is subject to modification in terms of feasibility and needs.

In considering these principles it should be kept in mind that they are generalizations, and like all generalizations each has exceptions. So long as the supervisor recognizes this fact, it does not make the rules less useful as guides.
PORTRAYING THE ORGANIZATION
Decisions on organizational planning must be made known. The most common method of portraying the relationships is by the use of charts. Charts have the advantage of making the organization plan clearer and more useful. The values of charts are these:
1.
They show ‑

a.
How authority and responsibility are divided and assigned by related functions.

b.
What the lines of authority are.

c.
Who assigns work to each unit and to whom a supervisor reports or asks for help and assistance.

2.
They help ‑

a.
To keep lines of authority straight.

b.
To prevent confusion in giving or receiving instructions.

c.
To show relationship to other units. In addition to the use of charts the structure is usually written out in detail in organization manuals. Used with the charts, these statements tell the part each unit plays in accomplishing the total mission.
RESPONSIBILITY OF THE SUPERVISOR FOR ORGANIZING
Much of the organizing may be done outside the work unit; that is, many decisions are made at a higher level. A great deal of responsibility, however, is still left for the supervisor in organizing the work of his unit. The following is an outline of some of the more important organization work left to the supervisor.
Divide Work
The supervisor must decide how the work will be divided among groups and sub‑groups and how best to arrange the groups to each other so that the work can be carried out in the most effective manner.    
Assign and Arrange Space and Equipment 
After the supervisor assigns work, there are things such as material, equipment and work space which must be divided, assigned and arranged.  The arrangement decided upon may also need to be charted so that the organization of material and flow of work can be better understand.
Assign Workers to Jobs
In accomplishing the work of a unit, the efforts of a number of people are usually needed. The supervisor must organize work and assign workers so their creative and work abilities are utilized most effectively, so they are challenged by their tasks, and so that all of the necessary processes are carried on in proper relation to each other.
REORGANIZING A UNIT
Opportunities to start from scratch and plan a completely new operation are relatively limited. The supervisor is more apt to be faced with organizational problems in connection with the reorganization of an existing activity. Neither the reorganization comes because the supervisor recognizes that the situation is not as it should be or because of a decision at a higher level, the general principles still apply. There are, however, some aspects of changing a going operation that deserve special attention. The points that follow are arranged in the order in which the supervisor should approach the problem.
Estimate the Situation
The supervisor must start with a very clear understanding of what he is trying to do. The organization should not be shifted just to cause change. Unless there is a sound reason for change, the risk of upsetting an organization should not be taken.  Unless the purpose is clear, effective action cannot be planned. The purpose must be expressed in terms of the specific improvements the reorganization will secure. It is usually wise to make a critical analysis of operations under the existing organization. It may turn out that only minor modifications are necessary. If a major change is needed, the assessment of the current situation will help to reveal the nature, direction and extent of the change.
Group the New Jobs
After the determination of objectives and a thorough analysis of the present situation, the supervisor can bring the parts together in the best way to get the results he wants. This planning will lead to a tentative organizational pattern. Each grouping of related activities will be a probable unit in the new structure.
Utilize Present Resources
The result of the above grouping might lead to an ideal plan of organization. But the supervisor must take into consideration the practical aspects of working with the facilities and people that he has. Questions of space, equipment and facilities arise. Before the reorganization can be effected, the supervisor will have to find out whether these items can be secured. More importantly, the abilities and personalities of the work force must be evaluated in a similar way. The organization grouping may have to be modified to accommodate the human and material resources that are available.
Make Final Adjustments 
When an attempt is made to fit human and material resources into the organizational structure based on work processes, some adjustments will have to be made. The realism of good supervision includes the compromises necessary for 'democratic supervision and effective human relations. Perfecting the organization, then, means adjusting to the realities of the work situation. Fitting the pattern of organization to these realities is necessary if the plan is to function effectively.
Try the New Organization
A re-organization is nothing more than a plan unless it is put into effect. The tryout must be well planned so that everyone will understand fully his part in the new arrangement. After the trial, an analysis of the results will be made and any further adjustments that may be necessary planned before the final installation.
Directing
In this Guide attention will be devoted to the supervisor's methods of directing work operations. For purposes of discussion the term "directing" will be used to mean communicating decisions, orders, directions, instructions or other information to subordinates. The word "subordinate" is used to identify those who report directly to a superior and who are under the superior's direction. The subordinate may, in turn, transmit information to others who report to him.

NATURE OF THE PROCESS
The supervisor has the major responsibility for getting work done; for initiating action; for supplying information to his subordinates. When the supervisor gives directions, he is communicating downward in the organization. Communication cannot be effective nor produce results from the work force unless it conveys the meaning intended and is fully understood.

Relation to Delegation
Usually a supervisor cannot accomplish all the work for which he is responsible through his own personal efforts; he must delegate appr6priate parts of the work to others. They, in turn, become responsible for their part of the total task. The subordinate assumes a delegated responsibility to accomplish the assignment; the supervisor continues to carry a retained responsibility to see that the work is performed satisfactorily. Delegation includes giving the employee the authority he will need to get the work done. It resembles directing in that it also is communication downward.
Relation to Authority
It is often said that the supervisor has the authority, by virtue of his position, to require subordinates to comply with his directions. This does not mean that the supervisor must always resort to authority to secure compliance. Most supervisors seldom use it; however, there are times when exercise of authority is appropriate. The authority of the supervisor comes from delegation. The nature and extent of his authority must be thoroughly understood. It is well to keep in mind that the supervisor has the right to direct only those who report to him. He must never direct those outside his own organizational segment.
TYPES OF DIRECTING
Orders
Most employees resent being ordered to do something. They will tend to respond to a courteous request willing to a command only grudgingly. To secure wholehearted cooperation, supervisors use orders sparingly ‑ only in those few situations where the use of authority is necessary.
Instructions and Explanations
The outstanding trend in supervisor/employee relations is cooperation and teamwork. In a sense, the only reason for supervisors is to assist the subordinate to get the work done efficiently. From this point of view the directing of workers takes on the nature of a cooperative effort to secure complete understanding of what is required. Here employees meet with the supervisor for instructions and explanations. The process is still essentially communication downward but there is opportunity for questions and comments in both directions necessary. When they understand why the proposed action is the logical thing to do, they will be inclined to comply willingly. Supervisors may use this method to get employees to set their own directions at work. Similarly, it is usual for the supervisor to indicate the quality and quantity of work he wants done by the example he sets.
GIVING DIRECTIONS
Although the supervisor can supplement work direction by several means, his main reliance must be on the use of words. All supervisors have experienced difficulty in getting employees to understand what they mean. The difficulties in communication come about for several reasons such as:
1.
Words have different meanings to different people.
2.
Words may be used incorrectly.

3.
Words may not be written or heard clearly.

4.
Words may arouse resentment or antagonism.

5.
Words may be inadequate to convey full meaning.
Care must be exercised to avoid these difficulties.
Oral Directions
The great majority of directions the supervisor gives are spoken; He tells people what to do and how to do it. There are several ways to give oral directions. Some of them are:
1.
By order (Do this work)
a.
Maybe necessary in some situations.

b.
Secures quick compliance.

c.
Tends to be harsh.

d.
Often resented by workers.

e.
Should be used cautiously.

2.
By request (Will you please do this work?)
a.
Most common method.

b.
Less harsh than an order.

c.
Assumes a willingness to comply.

d.
Tends to make employee feel more important.

3.
By suggestion (This work should be done promptly).

a.
Used as an implied order.

b.
Used where employee understands what to do.

c.
May be misunderstood.

d.
May be disregarded.
This makes it clear that the supervisor has a choice as to how he gives directions. He must use judgment and do what is best in each situation.
Written Directions - The Situation
A sentence that is often quoted is, "Let the situation give the order." This means pointing out to workers all the factors in the work situation that make some action.
Almost all written directions fall into one of three types. The first of these is broad general instructions such as change of mission or policy, work standards, safety measures or similar matters.
The second type is represented by rules, regulations, instructions or operating procedures which are given to employees for guidance. These are usually very specific. They serve a definite purpose in obtaining uniformity and in conserving the time of the supervisor by reducing the need for repetition of oral direction. The third type of written direction is the directive. This is a communication addressed to a particular person or group on a specific subject. It sets forth action required and demands compliance. It may be in the form of formal correspondence or by merely a handwritten note. As with other written methods, it is used to supplement oral directions.
RECEIVING DIRECTIONS
The supervisor not only directs the work of subordinates who report to him, but he also receives directions from above. Both are important parts of the directing process. They are interdependent in two ways.  First, if the supervisor fails to receive clear, complete and timely directions, he cannot transmit them effectively to his subordinates. Second, the fact that the supervisor sometimes suffers as the receiver of inadequate instructions enables him to put himself in the position of his own employees when he fails to give them clear directions. Except in the most familiar matters, it is normal for further questions and problems to arise as employees go about carrying out the directions. If the objective is to be accomplished efficiently, these questions must be answered. The supervisor may have to go back to his chief for further explanation; he may get the answers from others involved in the operation or from some technician. If the supervisor fails to understand and communicate what is expected, he must accept full responsibility when it turns out wrong.
THE SUPERVISOR AND DIRECTING
This description of how the activities of an organization are directed points out the importance of the process More of the planning organizing, coordinating and controlling of operations takes place at higher levels than first line supervisors. The reverse is true of directing. The first line supervisor spends most of his time directing the work of employees. Higher level supervisors are not under this necessity because the people who report to them are carefully selected, experienced employees who do not need such continuous direction. Even so, the manager does direct the operations entrusted to him and the supervisor does use all the management processes.
Coordinating
To secure effective action by employees, attention must be given to the relation of each task, activity or process to all the others. When work activity starts, it must flow as smoothly, harmoniously and with as little friction, lost motion or delay as possible. This is accomplished by coordination. Coordination represents the actions taken to insure that work flow is properly timed, that all operations fit together smoothly and that there are harmonious relationships between all aspects of the work operation. Coordination of efforts depends upon the degree to which the work has been well planned and organized. It is important that each employee be given clear directions on how and when he is to perform his part of the work effort. Also, the supervisor must exercise controls in order to achieve satisfactory results.
COORDINATING ACTIVITIES IN THE UNIT
Coordination is not something to be achieved once and for all so that it needs no further attention. Each supervisor has a continuing responsibility for seeing that the activities under his direction are properly coordinated. Since work must go on and progress comes only as a result of change, each should be viewed as an opportunity to better coordinate the activities involved. This can come about only as a result of studying what is involved in coordination. The following are some of the directions in which attention should be focused.
Process Analysis
One of the most effective methods of analyzing operations is to take a clear, objective look at what is going on. The main trouble the supervisor will have is in dissociating himself from the constant harassments of his work. He will have to adopt a critical, questioning attitude in his view of the work operations. By observing what goes on and asking and answering questions concerning operations, the supervisor 'can determine whether the work is being processed smoothly and harmoniously or whether some changes are needed.
Analysis of Accomplishment
A study of what is going on at each individual work station is also an important factor in achieving coordination. Situations that need further coordination can often be discovered by reviewing with the employee the way he is doing his work. Such matters as layout of the work area and the activities of the worker are significant. Unnecessary, clumsy or awkward work habits slow down work and should be corrected.
Scheduling
Some attention must be devoted to scheduling if a smooth, harmonious work flow is to be achieved. Usually each step in the production process is expected to be finished in a reasonable time. Often the amount of time is determined by a deadline or target date. The product, information or report must be ready when needed or when due. Scheduling of work assignments is the most common way of coordinating work processes.
Corrective and Preventive Action
When trouble arises in getting work done, the first concern is to correct the trouble and get operations moving smoothly again. However, coordination is essentially a preventive function, not a corrective one. Schedules are always prepared in advance to effect coordination of the factors involved. While correction of present difficulties may involve coordination, its primary purpose is the prevention of friction and delays in the future.
COORDINATION WITH OTHER ACTIVITIES
A major aspect of smooth operations in an organization is maintaining proper relationships with other units and the various people with whom business is done. There is a natural tendency for each person to think what he does is the most important contribution made toward achieving the unit's objective, of course, each part of the work is essential to the proper functioning of the organization.  But, unless this pride in accomplishment is recognized it may cause less than full cooperation among those involved. There should be close, friendly and cooperative relationships between the persons in each unit and those in the entire organization. Each person should learn as much about the work of other parts of the organization as possible because this will help prepare for unforeseen difficulties. There should be a feeling of teamwork among all parts of the organization. It is difficult to achieve coordination without this willingness to cooperate. The supervisor must also keep in mind that cooperation must work both ways.
Coordinating With Superiors
It is extremely important that the supervisor keep in close contact with his superior. Superiors frequently set deadlines, assign production schedules or establish the priority of assignments. They are also the source of work changes that may upset carefully drawn plans. Such information must be obtained as early as possible so coordination can be effected. Also, the supervisor must make certain that his superior is informed of his total work situation, any major problems, and any situation in his unit that might interfere with proper coordination with others.
Coordinating With Other Supervisors
The supervisor must have close, friendly working arrangements with other supervisors. It is especially important to maintain close contacts with those from whom work is received and those to whom it is sent. In doing this, the following arc guides that have been found helpful. The supervisor should:
1.
Advise others of changes in his work situation which might affect coordination.

2.
Be sure to meet his deadlines when this will affect others.

3.
Adjust his work schedule as may be feasible to help meet the needs of another unit.

4.
Keep his temper when trouble arises.
Coordinating With Subordinates
The process of coordinating with subordinates is much the same as that of securing teamwork. The supervisor must be alert to evidences of friction or other symptoms that his employees are ~ot getting along together." But to secure teamwork is not always easy. People differ markedly in their interests, behavior, language, sense of humor and the consideration they show for others. It is easy for minor differences to grow into major problems. If this occurs, the supervisor will find it necessary to apply sound personnel practices so the friction will be minimized.
The supervisor must also keep in mind that coordination by giving orders is not coordination at all. Effective coordination cannot consist of "laying down the law" ‑ it must be a process of seeking agreement and cooperation. There are several guides that will help the supervisor to create and maintain a spirit of teamwork and cooperation. The supervisor should:
1.
Develop a consistent attitude of fairness, friendliness and firmness.

2.
Establish and adhere to reasonable standards of accomplishment.

3.
Make careful plans for accomplishing work objectives.

4.
Make working conditions as safe and pleasant as possible.

5.
Set an example of good work, enthusiasm and optimism.

6.
Commending individuals and groups for work well done.

7.
Take prompt action to correct problems and misunderstandings.
THE SUPERVISOR AND COORDINATION

Every supervisor will agree that his job is easier when things move along smoothly. This gives him a personal as well as official interest in seeing that operations are well coordinated. Furthermore, efficiency and productivity are increased by harmony, teamwork and proper timing of activities.
The supervisor must also keep in mind that coordination is not done apart from other supervisory activities. Careful planning, a sound organization, clear directions and proper controls are necessary for a smooth operation; but these may fail from the lack of harmony and teamwork. Failure of coordination may spoil the best plans or soundest organization. These processes are all interdependent and inter-functioning,
Controlling
If all the people who work were perfect, there would be no need for controls. Everything would work Out exactly according to plan. But all people do make mistakes, they forget, they fail to take action, they make bad decisions, they lose their tempers, they behave like normal human beings. Because people can never achieve perfection, that is necessary to exercise controls to prevent errors from occurring or to find out what has gone wrong and correct it. In order to do this the supervisor must maintain a fairly, close check on what is happening. Adequate control de)ends upon a flow of significant, accurate and timely information throughout ‑ up, down, across ‑ the organization.
DIFFERING VIEWS OF CONTROL
With this general description of control as a background, it can be analyzed more closely, according to the different uses made of the process.
Control as Authority
Such expressions as "Mr. Jones has control of that Division" are frequently heard. What this refers to is the location of authority. Only by inference can one get the idea of control in the sense of adequate information about what goes on. This relation between authority and control is common. The authority to make decisions includes the power to direct as well as to check on accomplishments. From this point of view, each supervisor has the authority to control his operations. It is part of his job ‑ he need not wait for it to be put in writing. If he fails to keep himself informed, he is laying himself open for censure.
Control as Evaluation of Results
More and more supervisors are coming to use the word control" in a limited, technical sense. When they refer to the process of controlling they mean the various methods and devices by which they keep informed as to whether work is being done as planned and scheduled. Controlling then becomes a matter of checking on activities, evaluating progress and appraising the results. The control system, then, must be designed to bring to attention facts that have a bearing on the accomplishment of the results wanted. The supervisor is in control of the operation when he is assured that it is progressing according to plan and that the finished product will meet the requirements of the mission.
Control as the Reduction of Risks
When the supervisor assumes responsibility, he takes on a certain amount of risk that something may prevent his discharging it. This is a normal situation which all supervisors must recognize. The problem is to keep such risks to the minimum. This can be done with judicious planning and use of controls. The supervisor must not be content just to let things happen. He must take steps to try to shape the future as he wants it. There is a great difference between recognizing the possibility of risks which may occur and taking steps to make sure the risk does not materialize. Such action may not preclude the happening of the future event, but it will enable him to prepare for it and to maintain full control of the situation.
THE PURPOSES OF CONTROL

With this understanding of what is meant by controls, its purposes become clearer. They can be stated as:
1.
Supplying supervisory officials with complete, accurate and timely information about what is being accomplished.

2.
Enabling supervisors to make more accurate predictions of obstacles to full productivity and to eliminate or reduce the impact of such hindrances.

3.
Insuring maximum productivity and the satisfactory accomplishment of the mission. 
These results of effective controls reflect how this process contributes to efficient, economical operations.
THE OBJECTS OF CONTROLS

Up to this point reference has been made to controlling operations and work, but it is necessary to be more specific. The supervisor must control manpower, money and materials.
Manpower Controls
A primary goal of good supervision is to insure that there are enough people with the proper qualifications to get the mission accomplished. Of equal importance is to avoid   employing more people than are necessary. To control manpower properly requires careful long range planning.
Financial Controls
Federal Agencies have to operate within limits of the funds appropriated by the Congress. This begins with the budgeting system which requires advance estimates of costs of operation. This process is an excellent control device because it requires a review of plans for future operations and justification of their necessity. At the point of use further controls are exercised through accounting and auditing procedures and through regulations on procurement. After expenditure of funds additional control exists in the form of post audit procedures.
Production Controls
Production control is concerned primarily with maintaining the work processes of the unit at a relatively efficient level. It also serves to point out causes of inefficiency, waste, and other losses so they can be corrected. Such devices as work reports, work measurement studies and work improvement techniques are used to get the desired results. Frequently staff services are used to assist in the research and data gathering. Inspection procedures that check on the quality of work at specific points in the work flow are widely used. Such a system is usually called quality control.
Where work is of such a nature that a tangible product is turned out, it is relatively easy to keep track of quantity of output. Controls maintained by review of records to determine if and where action is needed. In other situations, exact measurement of the quality and quantity of work accomplished is very difficult. Where the assignment involves such intangibles as judgments, services, development of ideas or changing attitudes the measures of accomplishment may be of less value than the effort to secure them. In these instances the assistance of an expert may be needed to develop objective measures of specific criteria which will indicate quality and quantity of performance.
SOURCES OF CONTROL DATA
Since effective control depends upon accurate, timely information, there is ne6~ for a means to secure it. In a general way, the flow of facts takes place through the following channels.
Reporting Systems 
Reporting is primarily for planning and control purposes. The information that must be accumulated is often so varied that its collection becomes a complicated matter. In the desire to be fully informed, people tend to require ever more and more reporting. Unless care is exercised reporting may become mechanical, careless and inaccurate. Realization of the purposes by those reporting tends to make the information more accurate and useful at the point where it is received and interpreted.
Inspections
Inspection for achieving quality control is the actual examination of the work product or record of activity to see that it meets requirements. A somewhat similar type of inspection occurs when the supervisor checks on the performance of one of his workers. A third type of inspection is by surveys. These are usually accomplished by a team of specially trained persons. In all these types of inspections the employee must be aware of the standards and the supervisor must reject any work that does not meet the standard. All of these activities result in reports containing significant information for control purposes.
Internal Control
Internal controls can be advantageous. The supervisor may secure valuable assistance by securing the cooperation of subordinates and colleagues in various ways. Several controls may be used but the most common device is to set up suitable work standards. These standards act as automatic controls and flash a danger signal when they are not met.
OTHER ASPECTS OF CONTROL - Assessing Blame
Emphasis has been placed on discovering what is wrong by use of controls. When trouble arises, there is a natural tendency to seek a culprit. To know who has made a mistake is valuable because steps can be taken to strengthen that employee so that the error does not recur. The wise supervisor, in his discussions with employees responsible for unsatisfactory conditions, will concentrate on developing a desire to bring about the necessary improvement.  If discipline is required, it should be based upon a thorough study of the employee; control measures involve the work for which the employee is responsible.
Over Control
There is always the problem of how to maintain the flow of information necessary for control purposes. Each line and staff office sets forth its requirements and institutes its reporting system. The result may be duplication, unnecessary work and lack of agreement in the facts submitted. There may also be a tendency to ask for information which is seldom used or already available. The impact of such controls is to reduce rather than increase efficiency. Bad control measures are as much an indication of poor supervision as confused organization or unintelligible directions. Continuous efforts should be made to coordinate the control system by combining or eliminating those parts which cannot be justified.
SUPERVISION AS CONTROL
Most supervisors are aware of their various responsibilities. One of these responsibilities of the supervisor is to be fully informed about what is happening in his unit. Much of his information comes from personal observations as he goes about his duties. However, what he sees and learns by talking with employees may not be the full story. He needs a continuing flow of significant data so that he can review it, analyze it, compare it and thus discover how well he is doing. He must plan his own control system, avoiding over control but keeping himself in a position where he knows he is doing the work required.
Improving Work
The primary goal of supervision is accomplishment of the objective of the organization with increased efficiency. The supervisor must recognize his responsibility for work improvement and take steps to achieve it. Some of the general ways to attain this objective are by making people "improvement conscious"; by providing a systematic method for appraising results and recognizing deficiencies; and by developing and implementing improvements.
PRINCIPLES

The supervisor must make a continual effort if he is to effect improvements in work methods. As a frame of reference for doing this, there are a few general principles that will be helpful.
1.
All work methods are susceptible to improvement.

2.
All employees have the innate ability for creative thinking and new ideas that will produce job improvements.

3.
Because people tend to resist change they do not understand, the supervisor must communicate effectively and promote attitudes to accept and initiate work improvements.

4.
The supervisor and employee have a joint responsibility for economy and efficiency in conducting public business.
The supervisor and employees must develop an alertness to recognize situations where work improvements can be made and a willingness to question the existing methods of getting work done.
IMPROVING THE WORK OF A GROUP
If the supervisor keeps himself alert to situations where improvement appears to be feasible and is willing to question existing methods, he is in the proper frame of mind for improving work procedures. But that is not enough ‑ he has to do something to get the change made. The following are some of the methods for improving work processes of a unit as a whole.
The Informal Method
The informal method refers to the process of appraising the total situation. The supervisor should do this from time to time to get a view of the operation as a whole, and in proper perspective. He should compare the actual activities that go on in the unit with functions that are assigned to it. The purpose is to review what is expected from the unit compared with what actually is done. If extraneous activities have crept in; if tasks being done are no longer necessary; if there is overlap and duplication. The situation should be corrected.
Management Surveys
A complete management survey would involve a thorough review and analysis of every aspect of how an organization is operating. It would require a team of qualified specialists who would spend considerable time exploring the mission, organizational structure, work methods in use, personnel utilization, productivity, costs of operation and many other factors. This process can be simplified and still be of value by the supervisors use of techniques to make a survey of his unit. The following are three kinds of surveys the supervisor might find useful ‑ all of them overlap in actual practice.

A. The Organizational Survey. The organizational survey is a valuable starting point because it gives the supervisor a fresh view of the organization as a whole. To stimulate his thinking, the supervisor should pose questions such as the following.

1.
On the purpose of the unit:
a.
What is the objective?

b.
Is it clearly understood by all employees?

c.
Are any functions duplicated elsewhere?

d.
Are duplications necessary?
2.
On relationships:
a.
How does the objective contribute to the mission of the agency?

b.
Does each part of the unit understand its function?

c.
Are similar types of work grouped together?

d.
Is there free communication up, down and across?

e.
Is there more evidence of authority than leadership?

f.
Is there misunderstanding, antagonism or lack of cooperation?
3.
On the workload:
a.
Is the work load of one segment of the unit heavier than that of others?

b.
Is there an excessive backlog of work?

c.
Is the pace of work normal?

The Methods Survey:  The methods survey will focus the supervisor's attention on how the work is being performed. Normally the supervisor will approach this problem by analysis of the activity which consumes the most man hours because any improvement here will mean more saving than in a minor operation. As in other forms of analysis, this requires a critical, questioning attitude. Some of the questions the supervisor might ask are;

1.
On the work flow.

a.
Does the work come in evenly or unevenly?

b.
Does it tend to pile up before action starts?

c.
Are there significant delays in processing it?

d.
Does work leave the unit on time?

2.
On the work methods used.

a.
Are the methods appropriate to the nature of the work?

b.
Are the major steps in the process easily identified?

c.
Is each step really necessary?

d.
Where is the most time consumed?

e
.Is the equipment appropriate for the work?

f.
Does much work have to be done over?

g.
Do control measures interfere with efficiency?

h
.Do any of the employees have work improvement ideas?

Questions like these should stimulate the flow of ideas and lead to changes that will promote efficiency.
The Manpower Utilization Survey: The manpower utilization survey directs attention to the work force which is the primary resource for the accomplishment of the mission. Because people are involved, the supervisor must consider motivation and morale as well as skills, knowledge and abilities of the people involved. This survey can also be attacked by the question and answer approach.
1.
On attitudes:
a.
Do employees appear to be happy? Listless? Fearful? Tense?

b.
Is there evidence of loafing?

c.
Are complaints and grievances numerous or serious?

d.
Are they promptly handled?

e.
Do employees cooperate with each other?

f.
Do employees show initiative and resourcefulness?

2.
On job skills and knowledge:
a.
Is orientation of new employees handled satisfactorily?

b.
Are employees confused about what they are expected to do?

c.
Do they stop work frequently to ask questions?

d.
Is planned training being conducted?

3.
On assignments:
a.
Are all employees engaged in useful work?

b.
Is the work load evenly balanced?

c.
How much overtime is needed?

d.
Are there problems concerning position classifications?

e.
Are workers accomplishing their assignments?

4.
On supervision:
a.
Does the supervisor have proper authority and responsibility to accomplish his mission?

b.
How much time does he spend on each of his duties?

c.
Are appraisals of employee performance sound?

d.
Are appraisals followed by appropriate action?

e.
Is the use of sick and annual leave normal?

f  
Is turnover a serious problem?

g.
Are reports a serious problem?

These suggestions indicate ways the supervisor can make work improvement surveys using the resources he has at hand ‑ his initiative and the help of his employees. When technical surveys are made by specialists, the supervisor can use that opportunity to learn more about these techniques as well as benefit from the results of the study.
IMPROVING THE WORK OF THE EMPLOYEE
Any analysis that is made of the operations and processes used by workers will eventually lead to a study of how well each employee is doing his part. At this point the supervisor must be sensitive to the feelings and attitudes of the work‑force because their cooperation will be needed. Before he can get their cooperation, he must establish a relationship of mutual confidence and respect. Recognition of the worker as an important contributor to the change may be all that is necessary.
Task Improvement
Most of the improvements that are made in the way work is done result from a cooperative effort between the supervisor and the employee. After a specific position has been selected for investigation and the employee in that position has a favorable attitude, the following are the steps usually followed.
A.
Identify the Task:   It is impossible to improve all parts of a job at one time. Usually it pays to start with one of the important tasks of the job being studied. The employee may have given a clue as to where to start by his questions or by the fact that he is having trouble with some part of his work.

B.
 Analyze the Task. After selecting a task for improvement the next step is to make a breakdown of exactly what goes on in performing that task. A simple job breakdown can be prepared by writing down the steps used to accomplish the task in the order in which they occur, and any notes that might be significant as to how the steps are performed.

C.
Question each Step: After determining what is being done and how it is done, the search for a better way can begin.  It is usually easier and more productive to concentrate on one step at a time. The simplest approach is to use the critical questioning technique applied earlier.
Some of the questions that might be asked are:

1.
Why is this step necessary? What is its real purpose? Can it be eliminated?

2.
When and where should this work be done? Should its sequence or place of operation be changed? Could jibe combined with another step? Could it be performed as a part of another task?

3.
Who should do this work? Is the present worker the right person? Does he have the necessary skill? Should it be assigned to a more competent or a less skilled person?

4.
How is the work being performed? Is there a better way? Is other equipment needed? Could performance be improved by changing the physical arrangement? Answering such questions as these is almost certain to produce some sound ideas for improving work methods.

D. 
Discuss Ideas With Others. It is a natural tendency to conclude that the first suggestions are the best ones. This is not always true. Usually, it is worthwhile to talk over work improvement ideas with others ‑ a superior ‑employees ‑ a management specialist. Some reasons for doing this are:
1.
To determine whether the suggestion will accomplish the improvement desired.

2.
To prevent proposed changes from causing other unforeseen difficulty.

3.
To secure acceptance of ideas by employees and superiors.

4.
To make certain that there is authority for making the change.

E.  
Try the New Method. The proposed improvement should be tried as soon as there is substantial agreement that it is worthwhile. Sometimes it is desirable to have a trial of the improvement before making the final change. This provides opportunity to locate and eliminate trouble which might develop in actual practice. When the practicality of the change has been demonstrated, it can be installed with more confidence that it will improve the task involved.
EVALUATING THE CHANGE
Regardless of the method used, the important consideration is whether the change is really beneficial. To determine this, a check must be made after the change to make sure it results in improvement. This can be done by asking;

1.
Has the improvement been fully effected?

2.
Has the improvement produced the desired result?
The answer to these questions should go a long way toward determining whether the change is successful or whether further change is necessary.
Communicating
One of the most important abilities the supervisor must possess is the ability to make himself understood by his employees or superiors and to understand in turn the ideas and meanings they attempt to convey to him. This two way process is communication. If the supervisor cannot communicate effectively, the economy and efficiency of his operations will suffer because this is the way an organization gets its job done. This is done through verbal instructions, directives, memorandums, reports, letters, work orders and conferences.
NATURE OF THE PROCESS
The most important methods by which people communicate or convey ideas to others are spoken language and V written language, which involve listening, talking, reading and writing. In these one person sends a message and another or others receive it. It is a mistake, however, to take skills in communication for granted; considerable effort is required to obtain and use them efficiently.
LISTENING
Listening is active work, not an automatic response. The supervisor must devote time and effort to develop effective, efficient listening techniques. this is an extremely worthwhile investment because poor listening can be costly in terms of fouled up communications, lost time, expense, and low morale. Listening is an activity that takes a major part of the supervisor's time; it deserves more than casual attention.
Some of the problems that interfere with efficient listening are:
1.
Attention. An individual's listening span is brief. It is extremely easy to become "mentally derailed" while listening to someone only two feet away.

2.
Understanding. In a ten minute conversation the supervisor will hear between 500 and 1000 words. No matter how closely he listens, some of these words are apt to have different meanings to him than to the speaker.

3.
Speed. People think much faster than they speak. Since the supervisor's thoughts are ahead of the speaker, it is easy to allow them to wander while waiting for the speaker to catch up.

4.
Environment. Physical factors can affect listening as much as mental factors. Uncomfortable seats, noisy neighbors, poor lighting, and disagreeable temperatures can make listening difficult.

5.
Bias. Many supervisors do not listen objectively. They tend to interpret what they hear in terms of their prejudices, moods, and their attitudes toward the topic and speaker. These listening problems can stop effective communication.
The following are suggested ways to help eliminate them.

1.
Be receptive. Try to prevent bias, prejudice, or anger from distorting reception. Be willing to listen to new ideas, pay attention, look for the speaker's meaning, encourage the speaker by looking at him.

2.
Concentrate. Try to blot out distractions, follow the thread of ideas, be alert for transitions from one thought to another.

3.
Become involved. Listen for personal pronouns, add known information to what the speaker says, fill in gaps in his message, maintain a mental running summary of the message.

4.
Ask questions. Clarify obscure points by repeating or paraphrasing the speakers ideas and invite him to clarify missed meanings.

5.
Prepare. The supervisor should prepare for listening by learning in advance what is to be discussed, get background information and eliminating as many distractions as possible. Following these suggestions takes work, concentration and patience. However, they should result in important improvements in the supervisor's skill in an activity that takes up so much of his working time.
TALKING
In talking with his employees, the most helpful thing the supervisor can do to make his communication effective is to think about his listeners. He must keep in mind the problems of listening as well as consider the employees abilities, knowledge, education, familiarity with the topic and other similar factors. then the supervisor must present his message in a logically organized, clear, brief manner. He must choose his works well, clarify each point and summarize at the end of his message. He must try in every way possible to get his meaning clearly in the minds of his listeners.
Supervisors have found the following guides helpful in communicating with their employees. The supervisor should:

1.
Avoid talking too fast.

2.
Use plain and simple words.

3.
Speak in short, concise sentences.

4.
Use voice inflections and gestures to lend emphasis and clarity.

Other suggestions have been made to help the supervisor in his talking with others. These are things the supervisor should avoid. The supervisor should avoid:

1.
Bluntly contradicting those with whom he is talking.

2.
Use of inflammatory "fighting words" or name calling.

3.
Generalities when he can be specific.

4.
Sounding final when there is room for differences of opinion.

5.
"'Talking down" to his listeners.
6.
Showing anger or dislike for his listeners.

What these things the supervisor should do and should avoid doing really mean is, he should think before he speaks.
READING
For many supervisors reading all the material that comes to their desks is a tremendously difficult task. Some could spend full time reading and never be able to do all the other things they are called upon to perform. In order to keep up with all this reading the supervisor will find it helpful to apply certain techniques that others have used successfully.

1.  
The supervisor should sort the material that comes to his desk so he can devote more time to the important and less to the other material. A few minutes of sorting may save hours of reading time. As a suggestion, the supervisor can sort reading material into groups like these:
a.
The material he does not need to read at all.

b.
The material he may want to read later.

c.
The material he wants to be familiar with.

d.
The material he must understand thoroughly. this sorting should considerably reduce the amount of material the supervisor needs to read.

2.
When the supervisor reads, he should give it his full and critical attention; he should ask such questions as:
a.
What does the writer mean?

b.
What evidence does he have to support this?

c.
What has he left out of this message?

3.
The supervisor should learn and practice habits of rapid reading. This is a skill that must be built up gradually. The technique is to see and comprehend more than one word at a time. The faster one can read and comprehend the more time for other important activities.
WRITING
One of the most difficult and most valuable communication skills the supervisor can acquire is the ability to write effectively. the most common difficulties in writing are lack of clarity and the tendency to write at too high a level. Some reasons for these difficulties are;

1.
People try to impress others.

2.
It takes more ability, skill and time to write simply and concisely than difficult to read material.

3.
The false assumption that what is clear to the writer is also clear to the reader.

4.
Words have different meanings to different people.

Careful, easy‑to‑understand writing is most important in orders, instructions, reports and correspondence. These should not only be easy to understand, but hard to misunderstand. The supervisor must be able to put his ideas on paper in an easy to understand form.

Some of the things that make writing difficult to read and understand are;

1.
The more big words, the more difficult it is.

2.
The longer the sentence, the harder it is.

3. 
The more abstract and impersonal the ideas are, the more difficult it is.

4.
The less action there is, the less interesting it is.

5.
Excess adjectives and involved word patterns make reading difficult.

Writing can be improved by asking and answering such questions as the following:

1.
On planning to write:
a.
What is the purpose for writing?

b.
What is the expected result of the writings.
c.
Who will be the readers?

d.
What action is wanted from the readers?
2.
On preparing the outline:
a.
What material or facts are available?

b.
Which of these are suited to the purpose of writing?

c.
Is the outline arranged in a logical order?
d.
Is the outline complete?

e.
What illustrations or support materials are needed?

3.
On checking the written copy for clarity:
a.
Is the purpose clear?

b.
Will the reader understand what happened?

c.
Is it written in terms the reader knows?

d.
Are important ideas emphasized?

e.
Will the information be of interest to the reader?

f.
Do the points hang together?

g.
Are recommendations, conclusions or ideas clearly stated?

4.
For conciseness:
a.
Is the writing as brief as possible?

b.
Can it be read rapidly?

c.
Are sentences short and simple for the readers

d.
Does it get to the point quickly?

For correctness:
a.
Is the grammar correct?

b.
Are all words spelled correctly?

c.
Is it punctuated properly?

d.
Are facts and figures accurate?

e.
Are all words used correctly?

5.
Are unfamiliar words and abbreviations avoided?

For completeness:
a.
Is it dated, signed?

b.
Is it clear to whom it is to be sent?

c.
Is it clear whether a reply is expected?

THE RESPONSIBLLITY OF THE SUPERVISOR
The supervisor is the key to proper communication in any organization. He is “urgent center" through which information must flow. He must channel information upward to superiors so they can make intelligent decisions and downward to subordinates so they will know what work to do, when to do it, and how the work is to be done.
If the supervisor fails to communicate effectively, management and workers will be forced to operate "in the dark" or without needed information.
Making Decisions
All supervisors have many important duties and responsibilities. One of these that arises day after day is the responsibility to make decisions. Sometimes the need for a decision by the supervisor comes from above, often from the employees he supervises, and frequently from a need he recognizes. Regardless of where problems originate, all supervisors have to face and tryto solve them. To a major degree the supervisor's efficiency will depend on his ability to make decisions when they are needed. Unless superiors and subordinates get decisions from the supervisors on their questions and problems it will be difficult for them to function efficiently.
MAKING DECISIONS
First, what is meant by the decision making process must be clarified. Actually what the supervisor does is something this ‑ he has a question or he recognizes a problem and when he solves it or finds an answer, he has made a decision. So whether termed answering questions, solving problems or making decisions the action is the same: The supervisor makes up his mind as to a course of action.
THE DECISION MAKING PROCESS
The necessity for a decision by the supervisor arises when he recognizes differences between the way conditions are and the way he wants them to be. Too frequently, under pressure of other duties, he may choose to ignore the matter or to postpone giving it attention. Finding good answers is not always easy, but there is a logical way to secure a solution. The following is a summary of factors that should be considered prior to making a decision.
Stating the Problem Clearly
Before the supervisor can make headway he must get a fairly clear picture of the situation he faces. It is often difficult to put the problem into words. But if the problem cannot be stated rather clearly, it will be impossible to know exactly what needs to be done. The competent superior will think through all aspects of the problem to determine exactly what he is seeking. Once the problem has been clearly defined, the answer will be much easier to find.
Getting Pertinent Facts
There cannot be much progress toward a decision until all the facts about the problem are known. So, after the problem has been stated, as much information must be secured as is possible in the time available. The supervisor should question every aspect of the problem Who? When? Where? Why? How? How much? How many? How long? What happens? Many supervisors also find it helpful to ask the negative of these, such as who is not involved, etc. Only after all the details are available will a clear picture of the total problem be available. Only when the supervisor sees the problem clearly and accurately can he arrive at a sound decision.
Analyzing the Facts
It is very easy to say, "Now you have the facts, interpret them, "but this is not always easy for a supervisor to do, If he sees the relationship between the facts, it may be easy; if he does not, it may be extremely difficult. The supervisor must discover these relationships by asking such questions as: What caused this to happen? What was the result? Who or what was responsible? Did this happen before or after that? By answering these, he can begin to see causes, effects and time relationships. In many problems the analysis not only reveals relationships but also involves comparing some of the facts to established standards. After these things are done the problem should begin to make Sense and intelligent interpretation of the facts should be possible.
Recognizing Possible Solutions
As the supervisor thinks about the problem, analyzes the facts, and compares them with standards, possible solutions will come to mind. Talking the matter over with employees may give more ideas; any of these ideas may hold the key to the problem. Every reasonable solution should be written down for later, careful review. The more possible answers there are for consideration, the better the chance for a final decision of quality.
Finding the Best Answer
The next step is selecting the best solution, and again, there are guides to help determine what actually is the best answer. There are two questions which should be asked at this point. The first is: Which of the possible answers will accomplish the results wanted? The supervisor established a definite goal when he defined the problem. This measure can be applied to all the possible solutions developed.  Applying this criterion usually eliminates a good many of the alternatives.
Sometimes the first question will eliminate all but one possible plan. In most cases, however, there is still a choice. The second test is to ask; Which action, of those that will accomplish the purpose, is most feasible? or to be more specific. Which action will be easiest, will cost the least, will be most acceptable to all concerned, can be accomplished promptly, and will cause the fewest complaints? Probably none of the choices is best in terms of all these questions. The problem then is to select the one, or combination of them. Which offers the best solution?
MAKING SOUND DECISIONS
Knowing how to make decisions is not enough supervisors must become skillful in the use of this method. The Way to become skillful in its use is to practice it. As is true of any new tool, it may seem clumsy and may require too much time. However, with practice, skill can be developed to the point that going through the process is almost automatic.
DECISION MAKING AND THE SCIENTIFIC METHOD
The decision making process discussed above is a modification of a technique or method of proven value ‑ the scientific method. This method has been found to be an extremely effective tool in many different fields. The major steps in this method are:

1
Formulation of the problem. This includes stating a clear and concise question or problem and sometimes a tentative answer.

2.
Observation of the data. This includes gathering information about the problem to be solved.

3.
Analysis of the data. This includes classifying, summarizing3 and correlating the data in order to find a solution to the problem or to test the tentative solution.

4.
Verification of the findings. This involves repetition of the study to test further the solution or to search further if a solution is not discovered.

It is easy to see the similarity between the scientific method and the decision making process. This should give additional confidence And trust in the value of this technique.
APPLYING THE DECISION
To be of any value the method for decision making must be carried one step further ‑ taking the action called for. If this is not done all the previous effort has been wasted. There may be several reasons for failing to carry out decisions. Some people simply put off taking action; they never do today what can be put off until tomorrow. Some fear criticism; they anticipate trouble and wish to avoid criticism, others are not sure of their conclusions. Finally, some persons are faced with alternate choices so similar that they cannot make up their minds. Once a decision is made, the longer the delay in putting it into effect, the greater the chance that it will never be implemented. The successful supervisor must recognize this and act when the situation demands it.
JOINT DECISIONS
Making decisions has been discussed as though it were purely an individual matter. In one sense this is true. Each supervisor must take full responsibility for the decision that he makes. But this does not mean that he cannot and should not draw fellow workers and employees into the process. Many times they will know the facts better than he. An additional advantage is that when others feel they have honestly participated in solving a problem they are far more ready to accept the answer.

Personnel Responsibilities - Position Classification
Most employees know that a system of position classification is used to determine their pay but they may not know as much as they should about the principles and operation of the system. Some personnel research shows that after necessities are met, pay is not the most important factor in maintaining high morale.  Perhaps even more important for high morale is the employee's knowledge that his pay is comparable to that of other employees doing similar work. Good position and pay management is one of the most important responsibilities of the supervisor. The effectiveness of the supervisor is largely determined by the performance of his employees. The supervisor should continually seek ways to improve that performance. Understanding the classification system and applying it as intended is an effective way of doing this. The purpose of this Guide is to summarize and explain briefly the method of classifying positions and the relation between positions, performance and pay; and to describe the part the supervisor plays in the classification process.
POSITION CLASSIFICATION
The basic principle of classification is very simple and is widely used in everyday life. For example, the different items of food found in a grocery are arranged so that all the bread, the meats, the canned foods, the soap, the juices, and other kinds of commodities can be found in a place reserved for like items. This puts system and order into managing the store and serving customers. The need for efficient handling, evaluating, or managing items explains the arrangement and classification of books in libraries; the classification of chemical and physical elements; the classification of plants and animals; and the classification of young men of different ages, training and abilities under the Selective Service System. In all these situations, classification ‑ grouping like items together ‑ makes the job of management easier.  Exactly the same principle applies in position classification. In the Federal Service there are many different kinds and types of positions and the variety makes a systematic arrangement of positions unnecessary, just as it does in a grocery or in a library. The features or characteristics of a job that determine the proper group or class in which it belongings are the kind of work, the level of difficulty and responsibility, and the qualifications required. Each job is studied in terms of the criteria mentioned and then classified by a title and a grade.
CRITERIA FOR POSITION CLASSIFICATION

In determining the classification of a position the following criteria are considered.
The Kind or Type of Work Performed
Knowing the kind of work an employee does is essential to determining a title for his position. A stenographer's work is different from a statistical clerk's; the work of a chemist is considerably different from that of an economist. Since the work is not similar, the positions involved do not fall into the same group. But, this is only the first step in classifying a job. Jobs also differ in level of difficulty and responsibility.
The Level of Difficulty and Responsibility
Generally, work ranges from the routine to the responsible. Using the obvious extremes of the beginning engineer and the engineering agency chief, one can see the meaning of level of difficulty and responsibility. After the grouping by kind of work it is necessary to establish differences and to group by differences in level. This gives uniform treatment in arranging positions according to kinds and levels of responsibility.
The Qualifications Required
The third feature considered in grouping positions is that of qualifications required by the job itself, not those the employee may happen to have. They tell something about the type and the level of work. They are essential to the other steps in the process because positions which are similar in kinds and level of work require similar skills and abilities.
A UNIFORM POSITION TITLE AND PAY SCALE

When the grouping is finished, all positions that are the same with respect to kind of work, level of difficulty and responsibility, and qualifications of incumbent are in the same group. All positions in a group are in the same grade and are given the same title and range of pay. Where the positions are located does not make any difference. There is equal pay for substantially equal work.
Remember that classification is grouping positions according to:
1.
Kind of work,

2.
Level of difficulty and responsibility and

3.
Qualifications required.

These three determine pay ‑ pay does not determine them.
THE FRAMEWORK FOR POSITION CLASSIFICATION

A brief look at the background for position classification, who uses it, and who is responsible for it demonstrates how these elements constitute the system. Congress established the present classification plan by enacting the Classification Act of 1949. This act outlines how the plan is to operate and who is responsible for making it work. It describes broad standards for use in measuring jobs and tells how the standards are to be applied. Subsequent amendments have not greatly changed the basic plan. The Civil Service Commission controls classification chiefly by periodic inspections of work assignments to check them against classification grades of positions in the agency. The Commission also is responsible for writing rules and regulations to be followed by the agencies and for preparing standards to be used by people who classify individual jobs.  The head of each department or agency is responsible for coordinating the classification policies and activities within the department or agency. Personnel officers in the departments and agencies are responsible for making studies of work assignments and applying the proper standard to arrive at the correct classification. Thus the departments and agencies classify the work. The supervisor decides and assigns tasks or duties to employees and all the assignments to one employee constitute a job or position.
HOW THE CLASSIFICATION SYSTEM WORKS
Three main steps are involved in the operation of the classification system. They are briefly discussed below.
Preparing Classification Standards
The first step is setting standards. Classification standards are written statements developed to help in determining job difficulty and in establishing basic pay. They should not be confused with either qualification standards or performance standards. Each classification standard distinguishes the duties and responsibilities of one class of positions from those of other classes, shows the grade to which the class belongs, and establishes the official class title. Because the standard is so important to the classification process, it is developed jointly by the Civil Service Commission and the various departments and agencies, with substantial aid and advice from operating officials. Compliance with the contents of published standards is required. 
Describing Positions
The second part of the operation consists in determining and describing work assignments.  Positions in the Executive Branch are established as the result of Congress' giving it a job to do. Management determines how to do the job by organization planning involving people, money, and positions. Supervisors, through work assignments, determine the duties and responsibilities of individuals who make up an organization. The work assignment is the primary controlling factor in evaluation. A position description, written to give all the pertinent facts simply and briefly, justifies assignment of a specific classification designation.
Comparing Position Descriptions and Work Assignments
Weighing or measuring the assignment against the proper standard is the third important step. The work assignment ‑ the employee's job ‑ is evaluated by comparing it with the standard. Standards for different kinds of jobs may be written somewhat differently, but each standard tries to make clear the things that distinguish one grade from another in the occupation involved. Standards are applied to determine the level, or grade, of jobs that seem most nearly to fit the job being measured. By applying these steps, each agency relates pay rates to job difficulty so it can put into practice the policy of equal pay for equal work.

ADVANTAGES OF GOOD CLASSIFICATION
Good classification practices help accomplish desirable outcomes that are related to almost every other phase of a supervisor's activity. Some of the related benefits are:
1.
It gives meaning to the policy of equal pay for equal work ‑ the primary objective of the classification system.

2.
Promotes orderly arrangement of work assignments.

3.
Accurate position descriptions is basic to proper employee selection.

4.
Better utilization of employee capabilities.

5.
Provides guidelines for performance appraisals.

6.
Help identify training needs.

7.
Promotes understanding between and among the supervisor and employees.
THE RELATIONSHIP OF POSITION CLASSIFICATION TO PAY
After the grade level of a position has been determined, the pay for that grade level follows automatically from the General Schedule Congress set up in the Classification Act. The rate ranges of the General Schedule provide for within grade increases. The major purpose of these increases is to reward the employees for continuing to perform at an acceptable level of competence in his job not for what the job is. The supervisor can recommend a quality increase for the employee whose overall work contribution substantially exceeds the standard for good performance. People sometimes think that a high level of performance should be the basis for changing the grade of a job. however, the grade of a job depends on what the employee does ‑ the kind of work, the responsibilities in connection with it, and the qualifications the employee must have to do the job ‑ rather than on how well he accomplishes his duties. however, performance on the job is important to keeping the job, to receiving the within grade increases, and it is considered when promotions are made to higher grade work.
THE ROLE OF THE SUPERVISOR has primary responsibility for:
All persons concerned with a job share responsibility for its correct classification. however, the supervisor plays the most important part in making the classification system effective because he determines what is to be done, assigns people to do it, schedules the work so it will be completed on time, supervises the work, and evaluates the results. In position classification the supervisor

1.
Determining the work content of the job.

2.
Determining the need for classification action.

3.
Keeping himself and his employees informed about the classification process.

The supervisor should keep in mind that his personnel office will provide advice and help with the problems involved in classification if assistance is needed. The principle of equal opportunity without regard to race, color, religion, sex, or national origin is the firm policy of the Department of Agriculture. It is a policy which has received and will continue to receive positive emphasis.
Progress has been made toward achieving the objective of this policy. however, much work remains to be done to assure full equality of opportunity. The supervisor is of major importance in seeing that there are no barriers in the way of achieving this objective. The purpose of this Guide is to summarize information in this area that will be of value to the supervisor in further implementation of the Equal Employment Opportunity Program.
BACKGROUND FOR THE PROGRAM
Executive Order 10925 and Executive Order 11246, as amended, forbid employment discrimination against applicants and employees because of race, color, religion, sex, or national origin.

Each Department of the Federal Government is charged with responsibility for implementing these Orders. The President's Commission on Equal Employment Opportunity, also established by Executive Order 10925, has the role of assisting, ~viewing and monitoring the equal employment opportunity activities of the various Departments and agencies of the Federal Government. To help accomplish the objectives of these Executive Orders, the Department of Agriculture added Chapter 71 E to the Department Personnel Manual and the Secretary designated the Assistant Secretary for Administration as the Director of Equal Employment Opportunity for the Department. He in turn designated each agency head as an Equal Employment Opportunity Officer and Agency Coordinator for the Federal Women's Program. All of these Officers are charged with the responsibility for promoting the goals of these Executive Orders within USDA. The Orders also provide for accepting and processing complaints of discrimination based on race, color, religion, sex, or national origin. Equal Employment Opportunity Counselors will assist in resolving complaints before the formal process is initiated. The Equal Employment Opportunity Program includes, however, another dimension affirmative action which directs agencies of Government to seek out and employ qualified members of minority groups, and once they are hired to see that they have an equal chance for advancement and equal conditions of work and treatment.
ROLE OF THE SUPERVISOR

The supervisor is at the core of Department efforts to effectively implement the Equal Employment Opportunity Program. His day‑to‑day relationship with employees in his unit and the independent discretion he exercises in directing their work and evaluating their performance and capabilities make his position extremely vital. Many times the supervisor exercises judgment in the initial selection process which determines whether or not an applicant will enter his unit. Fairness and objectivity are necessary in his every action and he must constantly review his decisions to make sure they are impersonal. Once employed, the assignment, orientation and instruction of the new employee is basic to his success on the job. Selections for training and detailing are among the most critical decisions made by all supervisors. Career possibilities for employees hinge on the supervisor's determination of their suitability for this consideration. Delegation of authority to panels or advisory boards to make the promotion decision should be constantly policed, and, if possible, members of minorities should serve on these panels. The minority group employee is most vulnerable to discrimination at this point. Supervisors should make selections based on merit for training anWor detailing that will prepare the employee for promotion or transfer to more difficult and responsible assignments. The supervisor must make information on job openings and pending examinations accessible to all employees, either through conspicuous posting or some individual contact method. Conditions of work, insofar as possible, should be provided and maintained equally and no segregation of employees, facilities of work, or work units should be permitted. Supervisors must employ a single standard for all disciplinary action, and notes to the personnel file, both complimentary and disparaging, should be based on equal treatment.
HANDLING COMPLAINTS
Most complaints of discrimination have their beginnings in the act of a supervisor or his failure to act. Constant attention to the areas previously outlined should reduce the need for employees to lodge formal complaints. When charges are filed, however, the supervisor should understand that the complainant is exercising a right set forth in the Executive Orders. The supervisor should discuss the grievance with the complainant within the work unit and try to adjust or resolve it through conciliation and mediation. If he fails and the employee initiates either an informal or formal complaint, the supervisor should provide every cooperation and assistance in developing the Agency response to the complainant's allegations.
Most important, however, is the supervisor's attitude toward the complainant, who in many instances must continue to work under his supervision. An employee exercising his right to file a complaint must not be subject to intimidation, harassment, differences in treatment and consideration, or retaliation by the supervisor. This is prohibited by the Executive Orders and an action by the supervisor in any one of these areas could form the basis for the complainant to file another claim.
AFFIRMATIVE ACTION
Supervisors have the responsibility for implementing the affirmative action aspect of the Equal Employment Opportunity Program by encouraging the minority group employee to get training and to keep abreast of developments for advancemen3.; by assigning him in line with his qualifications; detailing him accordingly; and, in general, promoting full equality of employment opportunity for him. This, of course, should be the supervisor's role and relationship with all of his employees.
ROLE OF EMPLOYEES

Employees have a part to play in the successful accomplishment of equal employment opportunity. Most of the time they take their cue from the supervisor. His attitudes and behavior toward and treatment of the minority employee establishes the climate for acceptance and belonging or for rejection. In the Federal Government, even where there has been no previous employment of the particular minority group, there is no need to get the approval of present employees prior to introducing the new employee. In some instances, however, notice that a member of a minority group will report for work on a certain day may cushion some reactions, especially in areas where the employment of members of minority groups is Contrary to local custom. The Equal Employment Opportunity Program, however, required that supervisors disregard local traditions and be guided only by merit in the utilization of minority group employees. Supervisors and employees must realize that times have changed and they must change with them.
THE GOAL OF THE PROGRAM

The problem of job discrimination based on race, color, religion, sex, or national origin cuts across the Nation and all of the agencies of the Government. The goal is to hire and promote on merit, without regard to other considerations; to make sure that the resources of all of our people are utilized. The supervisor must see to it that the talents of all employees are sought out and put to their highest use.
The Department's policy statements on this matter are not symbolic. The supervisor's every action must reflect the Department's serious concern for equal employment opportunity. The orientation of new employees and newly transferred or promoted employees establishes a basis for mutual understanding of the supervisor's and employee's duties, responsibilities, authority, and relationships.  A successful orientation helps make the employee an effective, productive member of the unit. It minimizes the possibility of errors and misunderstandings and the need for disciplinary action. The following are some factors that should be considered in planning for orientation of employees.
WHO NEEDS ORIENTATION
Orientation should be provided for all people starting a new job or working in a new location, the new, reassigned or recently promoted employee. Although the information given to each may be somewhat different, the same basic pattern should be followed.
WHO ORIENTS EMPLOYEES
While the supervisor has a major responsibility for orienting employees, others have official and unofficial parts in the orientation. People who commonly orient the employee, listed in order of their initial contact with the employee, are:
1.
Personnel Officer or Employment Officer.

2.
Division Chief.

3.
Supervisor.

4.
Fellow Employees.
The following summarizes the major areas usually covered by those conducting the orientation.
The Personnel Office Orientation
The Personnel office usually assumes responsibility for orienting the employee in:
1.
Basic employment information ‑ salary, hours, leave, conduct, restrictions on political activity, etc.

2.
Fringe benefits ‑ insurance, retirement, incentive awards, health and safety programs, educational development, career programs, employee activities, etc.

3.
The U.S. Department of Agriculture and the agency ‑ organizations and function.

4.
Basic printed orientation material.
The appointing officer or personnel officer may discuss this information with the employee when he reports for duty, often, however, this information is covered during an orientation meeting held by the training officer. The first method permits a program tailored to the individual; the second has the advantage of standardization of approach and enrichment from special visual aids.
The Division Level Orientation
At the division level, the chief, his administrative assistant or another designated employee often talk with the new employee. This discussion usually includes?
1.
The division's program and in relationship to the agency's mission.

2.
Responsibilities of the unit and its place in the division's program.

3.
Usual career patterns within the division.

4.
Brief recapitulation of basic employment information.
The Supervisor's Orientation
A major responsibility for orienting employees rests with the supervisor. The supervisor also draws the greatest benefits from a successful orientation. Each supervisor is responsible for his part of employee orientation and for providing information the employee did not receive earlier. The supervisor should do the following:
1.
Establish a friendly welcoming atmosphere.

2.
Introduce the newcomer to others and see that someone invites him to lunch the first few days.

3.
Provide basic employment information, forms and printed orientation material.

4.
Discuss the duties and responsibilities of the job.

5.
Show where the employee's job fits into the unit program.

6.
Explain the physical layout and work routine of the unit.

7.
Discuss health, safety and sick leave.

8.
Discuss opportunities for advancement, incentive awards, educational development, employee evaluation and rating.

9.
Provide miscellaneous information, such as, retirement, reduction in force, unemployment compensation, employee organizations, holidays, leave and grievance procedures.
Orientation by Fellow Employees: Although fellow employees may not have an official orientation responsibility, new employees learn a great deal through informal work relationships.  Much of each new employee's knowledge of the job and of the unit comes from the people with whom he works. From fellow employees he usually learns about:
1.
Basic work routines.

2.
Unit policies and programs.

3.
Customary ways of obtaining supplies, etc.,

4.
Car pools, etc.
The supervisor can improve the effectiveness of orientation programs by improving the knowledge of all his employees. In this way, correct information is passed on to the new employee and the confusion of hearing one.
Understanding Employees
The most important and valuable resource the supervisor works with and manages is people employees. No matter what position an employee occupies in an organization, his work is important to the proper functioning of the whole.  The impact of his needs, wants, wishes, goals and ambitions must be recognized. His problems personal and official ‑ that affect his physical, emotional and social well being must be understood to intelligently solve the many problems of human relations that occur each day. The supervisor must have a genuine interest ri people and strive to improve his understanding of what makes people, as individuals and in groups, act as they 10, and learn to use this understanding to increase the effectiveness of his organization. The purpose of this guide is to summarize some of the fundamental factors that influence group and individual human behavior. The better the supervisor understands these factors, the better he will be able to cope with the problems that arise in working with others.
PRINCIPLES OF HUMAN BEHAVIOR

All people are alike in many respects; they all have intellectual faculties; they all learn, remember and make judgments; they all have senses such as they can see, hear, feel, smell and taste; they all have emotions such as love, hate, anger, fear and joy; in short, they are all human. It is also true that each person is unique and different from every other individual. The individual is a result of one of the infinite possible combinations of his inherited traits or qualities, his environment, and his experiences. He is a product of what he was born with as modified by all that has happened to him in life. Some of the things that make up the combination are discussed below.
The Basic Characteristics
Each individual has an original nature ‑ his inborn or hereditary characteristics. This includes physical characteristics ‑ body build; color of skin, hair and eyes; attractive or unattractive ‑ as well as mental characteristics intelligence and aptitudes. Each person also lives in a cultural environment which varies a great deal from individual to individual. In this environment each person has experiences which are unique with him ‑ physical care, educational opportunities, emotional development, attitude formation.
These factors that determine human development and behavior‑ heredity, environment and experience ‑ do not exist separate and apart from each other. They interact ‑ affect and are affected by each other:
1.
The original nature may limit or prevent realization of maximum benefit from the environment or experiences.

2.
The environment may limit or prevent the realization of maximum benefit from the original nature or experience.

3.
The unique experiences may limit or prevent the realization of maximum benefit from the environment and original nature.

As an individual's original nature is subjected to his environment and his experiences, and the interaction of those, he becomes fashioned into' a social being ‑ the person, the individual personality.  Each individual's original nature, experiences, environment and the interaction of those are different which causes each person to be different. This process of becoming a social being or person is called socialization. Most of the socialization process and the changes in the individual it brings about are a result of learning.
The Basic Drives
The human being is an extremely complex organism, but complex as he is, certain basic drives tend to govern his actions; tend to give a reason for every act of behavior; tend to give him a cause for doing what he does; tend to motivate him. Some of these basic drives or needs are?
1.
The need for food, drink and shelter.

2. 
The need for sexual satisfaction.

3. 
The need for activity and new experiences.

4. 
The need for companionship, belonging, and recognition.
These basic drives do not change but expression of them is modified, conditioned or changed through experience and learning. Satisfaction of these drives or needs is a never ending process. The individual's whole life is spent in trying to satisfy his various needs. The direction of his behavior is determined by the many pressures, at work and away from work that his needs exert on him. Some of these needs are more important than others which is more important varies with each individual or situation. This has been illustrated by the hierarchy of needs as follows:
1.
Physical needs relate to food, drink and shelter. Generally, when these needs are met adequately they become less important and less effective as motivators.

2.
Safety or security needs encompass such things as belonging, companionship, order, stability, fairness. If the individual encounters unfair decisions, discrimination and changes he cannot understand, he will regard these actions as threats to his safety and security.

3.
Social needs are those that deal with recognition, belonging and new experiences. Many of these are met through friends, groups and being accepted at work and away from work.

4.
Ego needs relate to wishes for status, recognition and self respect.

5.
Self fulfillment needs relate to doing something really worthwhile, accomplishing and creating on a high personal level, meeting personal goals and ambitions.

For the supervisor these ideas relating to the needs of employees are very important because they become the basis for motivation. The different levels of needs imply the following;
1.
Generally, a lower need must be satisfied before the next higher one is effective as a motivator.

2.
As one need is satisfied, others gain in importance.

3.
The higher level needs are the best motivators because they are never fully met.
These Guides should help the supervisor in determining his employee's needs and in motivating them by showing, assigning and assisting them to do work that will contribute to the satisfaction of the needs.
ATTITUDES
The individual acts in response to stimuli from his drives which have been tempered by socialization. But this does not explain why people develop likes and dislikes, attractions and repulsions, interests and apathies toward so many persons, situations and things. These are largely determined by the attitudes, or tendencies of the individual to act in a certain way. The decisions and actions of the individual are determined by the force of these attitudes. The influence an attitude has on the individual depends on its degree or intensity. The attitudes of an individual are learned. Usually they are accumulated gradually over a long period of time. They are learned from specific experiences, from instruction at home, work and school, and from observing others. After an attitude is formed the person tends to generalize from this ‑ or to stereotype ‑ and see other similar persons, things, or situations in the same way as the ones which caused the attitude. These attitudes and stereotypes often do not reflect reality. They may be the bases for unfounded prejudices and unwarranted discrimination. The supervisor must also keep in mind that each person has a pattern of attitudes about himself. Each person, through his imagination, takes a position as if he were outside his own personality, and from this assumed position observes his personality as if he were someone ~else,    or imagines what others see about him. On the basis of what he thinks others believe about him, the individual forms attitudes about himself. People generally have a fairly accurate picture of themselves. However, errors are made. If one underestimates himself he tends to have feelings of inferiority, or if he over rates himself, he may have feelings of superiority. The function of attitudes and beliefs is to orient the individual toward reality or what he believes to be reality. They help to plan for the future anticipate other people and situations or help attain goals or avoid threats. Once attitudes are formed ‑ right or wrong ‑ it is very difficult to change them.
WISHES AND THEIR FRUSTRATION
Much human behavior is oriented toward the future ‑hopes, aims, ambitions, plans or wishes. These wishes are based on the desire to satisfy some need of the individual. They anticipate future satisfaction of the need and involve the acceptance of a goal, belief in the probability of its attainment, and a modification of behavior to facilitate the realization of the goal. The goal of wishes is largely determined by attitudes, values and the accepted practices or customs of the society in which the individual lives.
The individual may be completely wrong about his ability: Attain the goal of his wish, but it will seem attainable to him whether it is or not. If a person’s wish goal is blocked so that he realizes that it will not be attained, he is frustrated. There are several typical patterns of adjustment which the individual makes to the fact of frustration. Some of these are so common that they have become known by standardized terms. They are:
1.
Aggression. Aggression may take the form of fighting back at the object, person or thing that causes the frustration. More commonly it takes the form of "taking it out on another" or taking another goal to replace the one not attainable.

2.
Compensation. People frequently compensate in the form of adding energy and effort toward some new or substituted goal. The new goal may have been taken because it was necessary to substitute one goal for another or because the new goal was more acceptable to employers, fellow workers, family or society.

3.
Rationalization. Rationalization is giving acceptable reasons for some act or failure to act which is considered by the individual to be blameworthy or wrong. This may take the form of denying that one ever wanted the goal not attained or attempting to blame failure on minor or nonexistent reasons. It may also take the form of admitting failure or fault but justifying it by pointing out that others do the same or worse things.

4.
Delusions. Delusion is a fabrication of fact which is used as the basis forthe individual's belief. This takes the form of "my supervisor had it in for me" or accusing an innocent third party for causing the failure.

5.
Negativism. This is sometimes called the 'balky horse" mechanism. The individual opposes whatever he thinks people want or expect him to do. The individual tends to get satisfaction from not acting as expected.

6.
Fantasy or Day Dreaming. If the individual's goals are blocked, he may engage in fantasy which allows him to accomplish and enjoy them in his imagination.

7.
Identification.
Identification takes the form of the individual's identifying himself with or living through the lives of others'. He participates vicariously in the successes of others. This is often done in movies, from reading books and by parents through their children.

8.
Repression. Repression involves pushing the unpleasant and frustrating reality of the present into the unconscious mind and acting as if it does not exist. The individual is given relief from pain by a denial of or refusal to face the facts.

9.
Regression. This involves a retreat from the unpleasant realities of the present to an earlier, simpler and happier form of behavior. It takes the form of reliving times that have gone by.
THE SOCIAL PROCESSES
The supervisor must keep in mind that an understanding of the individual is important to working with people. He must also keep in mind that individuals form groups of all kinds such as the family, clubs, unions, professional associations, car pools, work groups and many, many ~others. The activities of the individual and his participation in these groups make an understanding of group processes very important to the supervisor's success.
Some of the more important of the group processes are:

1.
Contact. Contact refers to all forms of communication by which two persons are placed in a position in which one may influence the other. It may be personal contact, reading what someone else has written, or listening to radio or TV.

2.
Interaction. Interaction occurs as a common experience to which two or more individuals, in a reciprocal relationship, contribute and from which each extracts something. This is the process by which exchange of information and experience takes place.

3.
Suggestion. Suggestion is an important form of interaction in which the individual either consciously or unconsciously responds to some stimulation so that he accepts without critical understanding or adequate evidence what those about him think or feel or do.

4.
Limitation. This comes about from contact and interaction. Imitation occurs when the activities of one individual or group awakens a desire, need or impulse in others to do the same. The impulse may be conscious or unconscious and may be based on a need to be like others or just to "keep up with the Joneses".

5.
Communication. Communication is the process by which there is a transfer of emotion, feelings, or other information. This closely relates to contact and interaction. This may take place in other forms but the most common ones are written and spoken word.

6.
Competition. This is caused by the fact that there is a limited quantity or opportunity for securing something of value. It may be competition for money, success, fame, to win a game or many other things.

7.
Cooperation. Cooperation occurs when two or more individuals or groups jointly accept and work toward the accomplishment or a goal. Cooperation makes it possible for two individuals or groups to more efficiently accomplish some goal that one could not do alone.

8.
Conflict. Conflict refers to a process situation in which two or more persons or groups actively seek to thwart each others purposes and interests. Conflict may vary in degree, may be organized or unorganized, may be transitory or enduring, and may be physical or intellectual.

9.
Accommodation. Accommodation involves a permanent or temporary termination of rivalry which, while not always settling the issue involved, permits the parties to function together without open hostility.

10.
Assimilation. Assimilation is a gradual process whereby differences and rivalries become integrated and tend to disappear. This may occur because one individual or group becomes overwhelmingly stronger than the other and there is no longer any basis for effective rivalry, or because the rivalry declines, or people change locations or change their minds.
THE SUPERVISOR MUST UNDERSTAND HIMSELF

It goes without saying that, if the supervisor is going to understand and get along with others he must understand and get along with himself. If he does not have proper attitudes and confidence in his own capacities and abilities, he cannot have a proper respect for others. The following are some of the attitudes and feelings the supervisor should have. They are the foundations to good human relations.
1.
With himself, the supervisor should:
a.
Learn and develop self‑understanding. He should not b6 self depreciating, have intense feelings of inferiority, nor be over demanding of his own capacities. He should understand his own drives and needs.

b.
Learn to respect himself. He should recognize that he is not perfect and be willing to forgive. He must appreciate his own good qualities and be proud of his accomplishments.

c.
Care for himself. He must avoid overindulgence, develop healthful habits and improve his knowledge and skills.

d.
Accept and trust himself. He should understand his shortcomings and accomplishments; know that undesirable attitudes and actions can be changed and improved.

2.
With others, the supervisor should:
a.
Learn to recognize, accept and understand his feelings toward others. The supervisor should remember his attitudes and prejudices, avoid discrimination, and be objective.

b.
Learn to accept and understand people as they are.

c.
Respect the other person's personality and uniqueness.

d.
Help people attain their goals and objectives. 
The supervisor must know his employees, understand their wants and needs, help them find satisfaction of their needs, and use every method feasible for developing them to their greatest potential. The supervisor is sometimes confronted with employees who do not respond to his supervisory efforts or who show some extreme forms of behavior that a layman cannot figure out. These employees are the job for a specialist. Supervisors must recognize that they cannot know all there is to know about people, and when extreme behavior is recognized, get expert help to handle it.
THE SUPERVISOR MUST PROVIDE LEADERSHIP

The ability of the supervisor to understand and work effectively with his employees and those with whom he has contact will largely determine his success or failure. One of the most important factors that will contribute to the success of the supervisor in all that he does is the possession and utilization of the qualities of leadership, Some of these qualities are:
1.
Being knowledgeable about people and his work.

2.
Possessing self-confidence.

3.
Emphasizing strong and continuous action.

4.
Being oriented to the future.

5.
Cooperating with the inevitable.

6.
Possessing objective attitudes.

7.
Having a capacity for simplicity.

8.
Utilizing a capacity to make decisions.

9.
Assuming and maintaining initiative.

10.
Willing to take adverse action when needed.

11.
Having the ability to stand pressure.

12.
Being firm in matters of principle.

13.
Possessing the ability to bring out the best in people.

COUNSELING WITH EMPLOYEES

If the supervisor's knowledge and understanding of employees, and his leadership abilities are to be of value they must be used. The following are some suggested ways or guides for use of this information.
Cautions in Counseling
Effective and constructive discussion with an individual requires that the supervisor keep certain guidelines in mind. The supervisor should?
1.
Listen attentively and politely.

2.
Let the employee express his ideas freely.

3
.Keep the discussion "on the track" and firmly guide it.

4.
Be calm and patient.

5.
Show the employee where there is agreement before pointing out differences.

6.
Show respect for opinions of the employee.

7.
Create the impression of fairness and open-mindedness.

8.
Be willing to change his judgment in the light of new evidence.

9.
Permit the employee to "save face, " stress his strong points.

10.
Discuss best methods of avoiding future mistakes.

11.
Discuss the employee's work in relation to job duties.

12.
Take the blame for a performance failure if in any way his fault.

13.
Jointly develop a plan for the improvement of the employee.
Handling Supervisory Problems
Ideally trouble should be spotted and handled before it becomes a problem. However, this cannot always be done; the supervisor will be called upon to handle many different kinds of personnel problems. Sometimes he may be at a loss as to which kind of approach to take. The following outline of steps to take should provide some guidance. The supervisor should:
1.
Get the Facts

a.
Review the record.

b.
Find out what rules and customs apply,

c.
Talk with individuals concerned.

d.
Get opinions and feelings.

e.
Be sure to get the whole story.

2.
Weigh and Decide

a.
Fit the facts together.

b.
Consider their bearing on each other.

c.
Check practices and policies.

d.
What possible' actions are there?

e.
Consider effect on the individual, the group, and production.

f.
Do not jump at conclusions.

3.
Take Action

a.
Can the supervisor handle this himself?

b.
Does he need help in handling it?

c.
Should he refer this to his supervisor?

d.
Time the action properly.

e.
Do not pass the buck.

4.
Check Results

a.
How soon should the supervisor follow up?

b.
How often should he follow up?

c.
Watch for changes in output, attitudes, and relationships.

d.
Did the action result in achievement of the objectives?
THE RESPONSIBILITY OF THE SUPERVISOR

In meeting his responsibilities in the area of understanding and working with employees, the supervisor must keep the following factors in mind.
1.
The supervisor must know his people as individuals.

2.
Employees must understand what is expected of them.

3.
People must have guidance in doing their work.

4.
Good work should be recognized.

5.
Poor work deserves Constructive criticism.

6.
People should have opportunities to show they can accept greater responsibility.

7.
Work must be done in a safe and healthful environment.

8.
People should be encouraged to improve themselves.
Employee
Employee-management cooperation in the Federal Government and in the Department of Agriculture has received a great deal of stimulus from Executive Order 10988 entitled "Employee ‑ Management Cooperation in the Federal Service" which was issued in January 1962. Since the issuance of the order many questions regarding its meaning and problems concerning its implementation have arisen. These questions and problems have been given careful consideration   policy and procedural decisions have been reached. A Secretary's Memorandum (No.  1486), Departmental Personnel Manual (Chapter 711) and other reports and staff papers on this topic have been issued. The purpose of this Guide is to summarize for the supervisor some of the important information in this area of personnel administration.
EMPLOYEE'S RIGHTS
Employees now have the right freely to join, organize andlor assist any employee organization, or refrain from doing so, without fear of penalty or reprisal. An employee organization is an~ lawful association, labor organization, federation, council or brotherhood having as a primary purpose the improvement of working conditions among Federal employees. The organization may be made up exclusively of Federal employees or may consist of both Federal employees and those of private organizations. However, an employee organization wit the meaning of the order may not (I) assert the right to strike against the government or to assist or participate in any such strike, (2) advocate the overthrow of the constitutional form of government in the United States, or (3) discriminate with regard to terms or conditions of membership because of race, color, creed or national origin. The employee's right to join and be active in an employee organization does not permit him to engage in any activity which is improper or would result in a conflict of interest because of his official duties as an employee. Generally, this would permit an employee to be a member of an organization but would not allow him to be an officer or representative of the organization if his official duties 5 include significant managerial responsibility. Each employee, whether he is or is not a member of an employee organization, has the right to bring matters of personal concern to the attention of the appropriate official in accordance with established policy and procedures, and to select anyone he chooses to represent him in appeal or grievance procedures.
RECOGNITION OF EMPLOYEE ORGANIZATIONS
Management Cooperation

The eligibility of any employee organization for recognition is determined by the Office of Personnel.  An organization may be accorded informal, formal or exclusive recognition. The degree or kind of recognition extended in any given case is determined by the number of members the organization has among the employees or the support it can command in the representation unit (see below) involved. Any employee organization that applies for recognition and is found to be eligible will be accorded the degree of recognition for which it qualifies. Regardless of the degree of recognition granted, an employee organization has the right to present its views to management on matters of concern to its members. This is merely an extension of the right of the employee to be heard. An employee organization that is recognized informally represents its members only and has the right to present its views on matters concerning those members. An organization that is formally recognized likewise represents only its members. Its membership must be at least 10% of the employees in the representation unit and it has the right to be consulted and to negotiate on matters of concern to the organization. An organization that is granted exclusive recognition represents all employees in the unit, whether members or not, and has the right to consult and to negotiate on matters of concern to members of the employee organization. This degree of recognition is granted only when the organization has been selected, by membership records or election, as the representative of a majority of the employees in the unit.
THE REPRESENTATION UNIT - USE OF GOVERNMENT TIME AND FACILITIES
The internal business of an employee organization, such as the conduct of membership campaigns, election of officers, collection of dues, attendance at meetings, etc., must be on the time of the employees involved. However, consultation and negotiations between representatives of management and employee organizations and officially approved or jointly sponsored activities may be conducted on official time. Space for meetings and other activities should be furnished to employee organizations if it is available and does not interfere with the conduct of public business. If space is furnished the organization should be responsible for its proper use and care. The internal mail service and the bulletin boards of the Department may be used by employee organizations in accordance with established rules and procedures. The representation unit is a specified group of employees who may be represented by an employee organization in dealing with management. The unit may be established along craft, professional, occupation and for organizational lines. The major factor considered in defining a unit is the extent of the community of interest among employees in the unit. Generally a unit will not be established for purposes of exclusive recognition which includes employees and (1) managerial executives in personnel work, (3)supervisors and the generally employees they officially evaluate, or (4) both professional and non‑professional employees. this means that routine information or notices of meetings will be allowed while material of a commercial advertising nature or that which reflects upon the integrity or motives of any individual, employee organization, or the Federal Government will not be permitted.
NEGOTIABLE MATTERS
Under the Executive Order and Departmental policy and regulations, management has retained the right:
1.
To direct employees in their work.
2.
To hire, promote, transfer, assign, retain, suspend, demote or discharge employees.
3.
To relieve employees from duties because of lack of work or other legitimate reasons.
4.
To maintain the efficiency of government operations.
5.
To determine the methods, means and personnel to conduct operations, and

6.
To take whatever actions may be necessary to carry out the mission of the agency in an emergency.

Otherwise any matter pertaining to terms of employment or working conditions that is within the administrative discretion of the Department may be the subject of discussion, consultation or negotiation.  Matters not within the administrative discretion of the Department such as law, Executive Order, operational programs and policies, etc., may be the subject of discussion, consultation or recommendation for change.
EMPLOYEE‑MANAGEMENT COOPERATION

The basic purpose of the Executive Order and the Department's rules and regulations implementing it is to promote employee‑management cooperation as a means of contributing to the effective and efficient conduct of public business. The supervisor plays a key role in the successful accomplishment of the work of the Department. The supervisor sees that the plans of management are carried out in the manner prescribed and on schedule. He is the last stage of management ‑ the point where its plans and decisions impinge upon the individual worker.  From the point of view of the worker, however, he is the first stage of management. The success of the Department's programs depends on how well the supervisor functions in this key role. Performance evaluation is a supervisory technique designed to improve employee work performance and to bring about more effective, efficient, and economical operations.
THE SUPERVISOR IS THE KEY
Regardless of the evaluation system used, its success or failure largely depends on the supervisor. The success of the supervisor depends on his effectiveness in getting results through the efforts of others. His ability to get these results depends to a considerable degree on his skill in appraising, counseling, coaching, complimenting and constructively criticizing his subordinates' work performance. The liberal use of praise when merited and the careful use of constructive criticism when deserved are valuable tools in the supervisor's kit. The benefits to be achieved from any performance evaluation system depends on the interest and attitude of supervisors at all levels ‑ and how well they understand and carry out their responsibilities.
THE EMPLOYEE'S SIDE
A crystal ball has not yet been invented to give an employee the answers 40 questions he may have, such as; How am I doing? Am I falling down on any part of my job? What are my weaknesses? How can I do better? Comments the employee gets from fellow workers and persons other than his supervisor do not fill the bill. His own guesses might be right but he cannot be sure. In either case there is doubt, and such doubt does not help to get the best from the employee. How an employee measures up is important, even in those cases where improvement is not an issue. Employees need to feel that their work is approved by others, particularly their supervisors. Approval by implication, that is by the absence of comment unless something has been done wrong, is not enough. Failure of supervisors to comment on satisfactory work can cause an employee's performance to decline or his development to be hindered. Only the supervisor can answer the employee's questions. In fact, he must if he is to develop and keep a well‑trained, productive force. To do this, the supervisor must reach a mutual understanding with his employee on what is expected, how well he is doing, and how he can do better.
PERFORMANCE STANDARDS - What Standards are:
A performance standard is the criterion, the gauge, the yardstick, or the guide for measuring or judging the performance of an employee. Standards may be of the type that describe acceptable work, work that is not acceptable, or work that is better than expected. Standards can be established according to duties (filing, taking and transcribing dictation, preparing reports, etc.), or according to work behavior or elements (accuracy, productivity, judgment, dependability, cooperativeness, etc.). Standards may be precise or general. A precise standard would indicate the number of work units to be completed during a given period, or the number or percent of errors acceptable. "Maintains supplies so that stocks are adequate for current needs," "Avoids conflicts in dealing with inquiries," "makes replies promptly" are general standards and must be used when precise standards are not feasible or possible. Most standards must necessarily be general.
Developing Standards
Performance standards can be established for each individual position, for occupational groups (stenographer, mail clerk, chemist, accountant) or for similar interest Categories (supervisory employees, research employees, staff members). Any one or a combination of the three can be used. The individual needs of the office will determine which is best. Care should be taken to develop reasonable, attainable standards. Generally it is better to start with a few good standards and then revise and add to them as needed. The employees involved, superiors, and other interested persons should be given an opportunity to participate in developing standards.
Understanding the Standards
The supervisor and the employee must have a mutual understanding of the standards and how they will be used. The supervisor should interpret the standards and explain how they will apply to the specific duties and responsibilities of the employee's job. The employee should be encouraged to participate actively in the discussion, to ask questions, and to point out any differences of opinion he may have. The employee should be old to make notes as necessary on his personal copy ~f the performance standards.
APPRAISING PERFORMANCE
Performance appraisal should be a continuous process of observation and evaluation of an employee's actions and the results he achieves. Appraisal should reveal how well actual performance meets standards, which aspects of performance and improvement, and which exceed the standards or indicate the possibility of better using the employee's ability. Appraisal must be based on a thorough knowledge of performance and the conditions under which the work is performed.
Gather and Record the Facts
Facts are needed by the supervisor to form valid impressions or conclusions about the employee's work, whether good or bad. These facts, however, may be needed several months after the incidents have occurred. The average supervisor doesn't have the kind of memory necessary to recall dates and details of specific situations that affect the appraisal of performance. For this reason, it is a good idea to keep a record of incidents of deficient or commendable performance. When an incident considered to be below or in excess of the acceptable standard occurs, record the specific facts about what the employee has done or failed to do. Average or normally expected performance should not be recorded. Do not overlook a recordable incident but do not record trivial incidents. A trivial incident, however, may become significant it it occurs too frequently.  Whenever an employee has done his work in either a deficient or a superior manner, it should be brought to his attention ‑ and promptly. The supervisor should give the employee a word of praise if the work was above average, or corrective instruction if it was not satisfactory. This step gives the employee encouragement and a chance to correct any weakness or oversight before the deficient entries pile up. It also helps to bring a better understanding of expected performance.
Review the Facts
The occurrence of a single incident of deficient or superior performance does not necessarily label the employee as "Unsatisfactory "or "Outstanding".  Factors such as the seriousness, significance, or value of the action by the employee; the number of occasions or frequency of such actions; the circumstances under which the acts occurred; and the difficulty of the situations involved must be considered before a sound conclusion of the employee's performance can be reached.
When the supervisor has the occasion to record an employee incident, he should take the time to review the employee's performance record. The extent of this review will depend on the number of entries, previous discussions with the employee, and recent reviews of the record. The supervisor may determine that the limited mention to the employee when the incident occurred was sufficient. The analysis, however, may reveal a need for the supervisor to review the employee's performance more thoroughly with him. The performance record should also be reviewed and analyzed when the official performance rating and appraisal is due or when the employee requests a special review. These reviews, particularly for performance rating, involve a more thorough analysis and appraisal of the total job as well as individual elements and categories of performance.
Level of Performance 
When the official performance rating is due, and at other times as necessary, the supervisor must determine the employee's adequacy or level of performance in the total job as well as in the various elements or segments of the job. A well kept performance record combined with good judgment in considering certain basic factors help the supervisor make sound conclusions on the adequacy of the employee's performance. A guide for levels of performance is needed to obtain a good degree of uniformity and consistency. 
The following is a suggested guide for determining the level of performance in each element or category of an employee's work.

1.
Unsatisfactory.  Below minimum standard for adequate performance.  Deficiencies occur so frequently or are of such nature that the value of the employee's work is adversely affected.

2.
Marginal. Barely meets minimum performance standard. Closer supervision and review of work required than should be necessary. Needs improvement.

3.
Acceptable. Relatively few instances of failures or errors of a serious nature occur. Above standard incidents occur on occasion and tend to offset below standard instances. Normal supervision is required.

4.
Above average. Instances of outstanding work occur fairly often. Consistently exceeds requirements. Below standard incidents are more than offset by the outstanding incidents. A minimum of supervision is required.

5.
Outstanding. Performance consistently exceeds the standard. Errors or other failures almost never occur and are never of a very serious nature. Occasionally an incident is of significant or material value and makes an important contribution to the work. Exceptional performance is the rule (This level is judiciously given and has significance as a mark of commendation).
THE PERFORMANCE REVIEW

A performance review is the discussion between the supervisor and the employee on the adequacy of the work performed, strengths and weaknesses in performance, and attention needed to improve performance or to maintain performance at an acceptable level. There are four kinds of performance reviews.
Incident Review
This involves the continuous responsibility of the supervisor for observing and checking the day‑to‑day work of his employees. It is the comment, compliment, correction, or guidance the supervisor gives to the employee because of a commendable or deficient work incident at the time it occurs, or as soon as he becomes aware of it.
The extent of the incident review will depend on the nature of the incident. In some minor errors or omissions, a mere mention of it to the employee with some slight advice, guidance, or assurance might be sufficient. In other cases, discussion may be necessary to determine the cause or reason for the incident and to prescribe corrective or preventative action.
Special Review
The special review is not limited to a single incident of the employee's work. It is a more general review and is held at a time other than when the official performance rating and appraisal is required. The supervisor may find it necessary to conduct a special review for reasons such as:
1.
Some specific trend in the employee's work.

2.
When repeated "incident" reviews have failed to bring about an improvement in the employee's performance.

3.
Skills and abilities could be more fully utilized.

4.
To encourage continued above average work.

5.
To discuss new or changing performance standards.

6.
Clarification of performance standards.

7.
Any problems encountered in the work.
Requested Review
While the supervisor has the primary responsibility for determining when a performance review is necessary, the employee should also have the privilege of requesting a review. The employees should be encouraged to exercise this privilege:
1.
If he is uncertain as to how he stands.

2.
If performance standards are not fully understood or he feels they are incorrect or incomplete.

3.
For any reason which would foster increased mutual understanding of the objectives of the work, and the amount, kind, and methods of work considered to be satisfactory.
Official Review
This is a formal appraisal and review of performance on the total job and is required when the Performance Rating is required, such as near the end of the probationary period or the annual evaluation and review. In this review the supervisor discusses performance in all elements or Categories of the work and lets the employee know how he rates for the total job. He is concerned with all incidents which have occurred during the entire period under review. Plans for improvement of performance and development of the employee's potential should also be discussed.

HOW TO CONDUCT APPRAISAL DISCUSSIONS

In conducting an employee appraisal discussion, the supervisor should consider the following:
1.
Prepare for each discussion;

a.
Study the job. Have in mind the specific responsibilities of the job and what it takes to

perform them. Review the standards. Note points that may need to be clarified or emphasized.

b.
Prepare the facts. Prepare to illustrate the accuracy of the performance appraisal by having specific facts and examples ready.  If the supervisor has kept a performance record on the individual during the rating period, this will refresh his memory.

c.
Decide what is to be accomplished by the discussion. It may help to ask these questions:

(1)
How has this person progressed during the rating period?

(2)
What are his major assets or strong points?

(3)
How does he need to improve?

(4)
What steps, if any, are planned to develop his abilities and increase his job effectiveness?

The answers should help the supervisor decide in advance the major point or points he wants to get across.

2.
Choose a good time and place.

a.
Schedule the interview. Let the employee know a day or two in advance. Don't take him by surprise.

b.
Pick the right time. Pick a time when things have been going well. Avoid a time when he has just made a glaring mistake.

c.
Insure privacy. Hold the discussion in a place where there will be no interruptions from the telephone, and where both the supervisor and the employee can be comfortable and relaxed.

d.
Allow ample time. Do net schedule the discussion too close to lunch time, quitting time, or any other meeting. Time will vary from 15 minutes to about an hour, depending on the situation.

3.
Steps in the discussion.

a.
Opening the conversation. Try to put the employee at ease with some friendly opening remark. Let him know that the discussion is important.  Avoid a let’s get it over with" attitude.

b.
Begin by praising strong points. It's a good idea, if circumstances warrant, to start with some favorable remark. Be sincere when you praise. Relate each commendation to a specific instance. Don't deal in generalities.

c.
Show the employee his performance appraisal. The supervisor may prefer to give the employee his copy a day or two in advance so he will have time to think about it and plan his own part in the discussion.

d.
Let him talk. Do not interrupt him. Many times the employee will mention his shortcomings and problems. Further, he should have the opportunity to state any obstacles that stand in the way of his doing a good job. The supervisor may learn ways he can improve too.

e.
Avoid negative criticism. An individual will seldom really try to change or improve just by being told to do so. When needs for improvement are pointed out, be sure to offer means of correcting them.

f.
Develop plans for overcoming limitations. A basic purpose of the discussion is the improvement of the employee's performance on his present job. But tactfully leading him to see a weakness is not usually enough.  The supervisor's responsibility at this point is to help the employee develop a plan to correct it.

g.
Discuss his individual career plan. Lead him to a discussion of his short‑ and long range goals and his self‑development plans for attaining them. Let him know that you are interested in his growth on the job. Try to make concrete suggestions that will help him to improve his skills and ready himself for advancement.

h. 
Closing the discussion. The supervisor should close the discussion when he has made clear whatever points he intended to cover, when the employee has had ample time to review his problems and "get off his chest" anything that is bothering him, and after plans for improvement have been cooperatively developed.

4.
The 10110w up. After the discussion, make notes regarding any items of importance that 
were brought out. Schedule the actions agreed upon. Be sure to follow through on any promises. Check in the weeks that follow to determine whether improvements are apparent. If progress can be noted, the discussion was a profitable one.
Incentive – Awards
The supervisor accomplishes his job through the help and work of others. His success or failure depends on his ability to promote teamwork and the will to work and work efficiently on the part of employees. An active employee incentive award suggestion system can help him achieve this goal. Conversely the supervisor holds the key to successful operation of the Incentive Awards Program. This Guide is designed to help the supervisor to gain maximum benefit for his organization and his employees through the awards program.
THE GOAL ‑ IMPROVED OPERATIONS

The purpose of the Government Employees Incentive Awards Program is to encourage employees to participate in the common task of improving Government operations, and to recognize and reward employees for their achievements. The saying, “Two heads are better than one" was never more appropriate than when used to describe what is needed to achieve this goal. Certainly USDA supervisors do not look like' something from outer space; but "two heads," or even 'four heads," would be extremely useful when accomplishing all the work a supervisor has to do. The USDA wants the ideas of employees. Why? They can aid in building USDA into the ultimate in effective‑ness as an organization. One cannot predict the source of creativity. Experience does show that among USDA employees there is an unlimited wealth of constructive ideas. Employees have made many significant contributions from which all have benefited and for which USDA has been most grateful. Such contributions must be continued and increased.
PROMOTE EMPLOYEE IDEAS
Work will bring him a high return in worker performance. The best in ideas have yet to be written, and may not even have been thought. One critical test of the supervisor is his ability and readiness to accept the ideas of others and to give due credit. This can help him get a stronger work team, better morale. Increased production ‑ and chances are, increased recognition of his demonstrated ability as a team leader. There is no way to compel an employee to exercise initiative, ingenuity, or resourcefulness. This extra performance can only be invited and encouraged. The supervisor may find some of the following helpful?
1. 
Creative thinking can be stimulated by:

a.
Encouraging the employee to look for improvements in areas where he is the expert.

b.
Sharing work problems with employees. Take a few minutes now and then to talk with employees about work problems and invite ideas for better methods, lowered costs, increased production.

2.
Employees can be motivated by "thought starters." Ask them to:

a.
Look for bottlenecks, delays, wasted time, wasted motion.

b.
Improve operations by eliminating, combining, changing sequence, simplifying, substituting.

3.
Be receptive to employee suggestions:

a.
Keep an open mind and evaluate each idea with a positive approach rather than a negative attitude.

b.
Offer encouragement and convince employees of his sincere interest; then he will get better and more suggestions. The impatient, too busy, or just plain indifferent supervisor may build away between himself and his employees that blocks the flow of ideas.

4.
Supervisors should not expect too much: If the supervisor writes off the smaller improvements, he discourages employees from developing the big idea he has been waiting for. Do not forget that even a small step toward improvement is a step in the right direction.

5.
The supervisor should help employees to develop their ideas: Employees may not have the supervisor's technical skill or ability to express ideas in writing. The supervisor should work with employees and give credit for their suggest ions.

6.
The supervisor can look for the related idea: The individual employee's idea may not be practical but it may trigger a related idea. Be sure that the suggester is given credit.
RECOGNIZE EMPLOYEE CONTRIBUTIONS

Everyone likes and desires some form of recognition. Everyone should have recognition for quality contributions. The supervisor should give recognition to an employee who makes a contribution.
Do Not Take Suggestions for Granted. Taking suggest ions for granted is a real idea killer. Many an 
employee will devote his time and effort to improve operations, but he expects credit and recognition.
Give Encouragement Although an Idea is Not Adopted
Not all suggestions can be used. Sometimes because they are not good ideas; sometimes because there is no practical way to use them. The idea may cost more to install than the sum of its benefits. The supervisor should give the employee specific reasons why his idea cannot be used and encourage him to develop other ideas which may "ring the bell."
Act Quickly
If the idea is good, adopt it, put it into effect as soon as possible. If the supervisor does not have the authority to adopt it, he should move it along to the person who can use the idea. If this is not done someone else may beat the employee to the punch. When this happens through supervisor delay, there will be a very unhappy employee and supervisor.  All cash awards should be reviewed for possible honorary recognition. However, an achievement recognized by the Secretary for an honor award may not later be used as the basis for a cash award.
Honor Awards
Employees who have distinguished themselves in the various fields served by the Department of Agriculture may be eligible for a Distinguished or Superior Service Honor Award conferred by the Secretary. The Distinguished Service Award is usually national or international in scope. The Superior Service Award is given for some meritorious service of unusual value. Secretary's special Merit Award for Outstanding Cost Reduction Achievement.
Publicize the Achievement
Recognize an employee's accomplishment before fellow employees. For major contributions see that wide publicity is given. This is an excellent way to acquaint the general public with USDA functions as well as the special efforts of USDA employees.
EMPLOYEE RECOGNITION AWARDS
The Department's Incentive Awards Program includes recognition in the form of an award for suggestions, inventions, and special achievement. It is the supervisor's responsibility to initiate action to recognize individual employees and units for special achievement. It is also the supervisor's responsibility to initiate action for high quality performance resulting in merit pay increases as authorized under the Federal Salary Reform Act of 1962. This is both an award and extra pay for high quality performance.
Cash Awards
The contributions of a suggestion of the single idea type and special achievement may be recognized by a cash award. Adopted suggestions of appreciable value, based on tangible or intangible benefits to the Government, are eligible to be considered for a cash award. Also, all outstanding performance ratings should be considered fora special achievement cash award. In some instances, proposed cash awards must be submitted to the Director of Personnel for prior approval. Generally, however, authority to approve cash awards has been delegated to agencies.

This is a special honorary type award which will be given to a limited number of nominees recommended by agency heads. Its purpose is to recognize employees or groups who have made an outstanding contribution to the Department wide effort to cut costs. Awards are presented annually by the Secretary at an appropriate ceremony. Both field and Washington employees are eligible for consideration. The awards may be given in addition to any monetary or honorary recognition otherwise authorized. Usually the nominee will have received agency recognition prior to his selection for the Secretary's award. An individual employee may be nominated for the award if the value of his contribution results in reduced costs of $10,000 or more in the first full year of operation. Nominations for innovative ideas producing savings of less than this amount are encouraged if the amount saved is significant considering the scope of the employee's job responsibility. A group (usually 3 to 5 employees) may be nominated for an award if the first year savings from the contribution amount to $25,000 or more.
Outside Awards
There are numerous awards open to USDA employees which are non‑Government sponsored. It is the responsibility of the supervisor to keep informed on availability and criteria for such, and to initiate action to nominate employees for awards such as:

Presidential Award

Federal Woman's Award

Federal Government

Acc'ts Award

Career Service Award

William A.Jump Award

Arthur S.Flemming Award

Horace Hart Award

Rockefeller Public Service Award

Self Improvement
Many words have been written on the subject of self‑development, or self‑improvement. Many more will be written. Many employee manuals devote a section to the discussion of individual growth within the organization. Most management‑oriented periodicals carry articles on how to climb the career ladder. Books have been written for the person seeking the pathways to personal progress. In short, there is an abundance of written and spoken words on achieving personal growth. From this mass of material, however, emerges the dry ash of one pervading ingredient. In the imperative form; become what you arel

BECOME WHAT YOU ARE
Albert Einstein said that he was sure of only one thing ‑the uniqueness of the individual.  The individual is unique: He changes uniquely. The supervisor's self‑development, or that of another, can never be reduced to a pat formula; nor can it be elaborated into an assembly line process of adding standardized increments of supervisory tools and techniques which add up, somehow, to "The Complete Supervisor".
The imperative of self‑development ‑ become what you are ‑ is echoed by the admonition of Galileo, who said, "You cannot teach a man anything. You can only help him find it within himself." Galileo recognized that all training is, and can be no other than, self‑development. The supervisor does have the responsibility and the opportunity not only to help himself but also to help those who work for him "become what they are". Both the responsibility and the opportunity are implicit in a society where few, if any, have developed even a small fraction of their full potentialities.
At this point it is important to realize that, by a large margin, self‑development results primarily from day‑to‑day experience. The problem becomes. "How do I, as a supervisor, create a job climate in which growth of the individual is enhanced rather than inhibited?"
HELP EMPLOYEES GROW

Here the supervisor can look profitably at five ground rules which are basic to a healthy climate for growth.
1.
Change is the universal constant to growth ‑change in knowledge, change in skills, Change in attitudes, change in goals. The main obstacle to growth is clinging to faulty habits. Such habits are inhibitors of change. People grow only when they substitute good habits of thinking and acting for weak ones.

2.
Development is a result of taking on new responsibilities. The supervisor is helping himself by taking on new responsibilities. He helps others by giving them responsibilities and by increasing their measure of self‑supervision.

3.
Expectation is the key to growth in performance and capacity. If there is no expectation, there will be little performance. If growth is expected, it will most often occur.

4.
Growth is dependent upon understanding more than it is on recall of facts. Therefore, improvement efforts should be conceptually oriented ‑ that is, toward encouraging knowledge of the job in relation to the larger task of which it is a part. This puts the premium on principles, theoretical grounding, or liberal training, as opposed to technique or procedural approaches to improvement.

5.
Self‑improvement should be encouraged as an end in itself, rather than a means to an end. Growth is good in itself. It may be self‑defeating when sought only as a means to a new job plateau.
OPPORTUNITIES FOR SELF IMPROVEMENT

The following list indicates sources to which the supervisor can turn in fulfilling his responsibility for independent effort toward growth in his supervisory career:
1.
After‑hours course work at local colleges and universities. Full information on available evening courses is usually obtained on request from the registrar's office or by writing the Office of Admissions and Records.

2.
Developmental short courses or workshops at colleges and universities Announcement of opportunities along this line are generally circulated to appropriate government and private institutions likely to be interested in the specific subject matter content. The personnel officer would be the best source of information here.

3.
Full‑time study at colleges and universities through fellowships and scholarships. Check with the personnel officer on provisions of the Government Employees Training Act. Announcements of most fellowship opportunities are posted or available at the college or university. Many are opened specifically for career people in Government. These are made known to personnel officers either directly from the granting institution or through the Department of Agriculture, Office of Personnel.

4.
Course work at the USDA Graduate School. For supervisors in the Washington, D.C. area this is an unusually convenient facility. Most of the courses offered have been specifically designed to fulfill needs of Department of Agriculture people. Information is available at the Graduate School office, Room 1031‑S, U.S. Department of Agriculture, Washington 25, D.C.

5.
Correspondence courses from accredited colleges and universities (including USDA Graduate School). These have the obvious advantage of flexibility in scheduling time for study in addition to not being tied to a specific location Information on correspondence courses can be obtained by writing directly to the offering school.

6.
Orientation courses or workshops conducted by trade associations, professional societies, or manufacturers of equipment. There is much activity in this general category of learning opportunities.

7.
Specialized Short Courses on supervisory skills offered by commercial training specialists. These opportunities are increasingly available and popular throughout the country and generally in skills such as reading improvement, effective writing, public speaking, conference leadership, decision making, "sensitivity "training, etc. These training sessions are promoted through personnel chiefs in business and government.

8.
Participation in Professional Societies. This is an opportunity to grow within the professional community outside the immediate work environment. Besides the exchange of information with professional colleagues, benefits are realized from participation in local chapter or national society activities. Most professional organizations also sponsor workshops and seminars in various aspects of their professional concern.

9.
Coaching and Counseling from higher level officials or technical advisors. Alertness to opportunities for this type of training pays off handsomely. They can point out helpful avenues to increased understanding and suggest specific action leading to professional growth.

10.
On‑the‑job special assignments and committee projects. This violates the old army principle of never volunteering; but if it's growth the supervisor wants, this is one of the best sources
RESPONSIBILITY OF THE SUPERVISOR
The supervisor's best guide to professional growth is his own curiosity and active interest. Opportunities are everywhere. The supervisor must make it his responsibility to ask the question, knock on the door, write the letter. The Department expects it of supervisors and stands ready to give help where and when it is needed.
Training
One of the most important and most difficult functions of the supervisor is to train others to teach them how to do their work. The training conducted by the supervisor varies from individual on‑the‑job training to the formal group program ‑ from the teaching of skills and procedures to teaching abstract theories or concepts. This makes it important that the supervisor be a teacher as well as master of many other trades. The purposes of this Guide are to cast the supervisor in the role of "teacher" with his employees as his "students" and to summarize for him some of the more important information to consider in planning for training programs and in selecting the training methods which he may use.
THE PURPOSE OF TRAINING

The purpose of employee training is to aid employees to gain effectiveness in their present or future work through development of appropriate habits of thought and action, skills, knowledge and attitudes. Training is important to any organization because its mission cannot be fulfilled unless well trained people are available to do the work. Training is also important to the individual employee because it will:
1.
Help him to find his place in the organization.

2.
Insure more satisfaction in his work.

3.
Develop his ability to accept and handle greater responsibility.

4.
Strengthen his chances for advancement.
Training should promote employee efficiency and morale. This kind of training does not cost, it pays large dividends.
THE SUPERVISOR'S RESPONSIBILITY
The responsibility for providing training opportunities rests with the line organization. The supervisor is the line officer, regardless of his level in the organization, and it is his duty to see that adequate training is provided to all employees under his supervision. The responsibility for conducting training may, however, be delegated to staff officers as the occasion demands. Also, some training may be provided by those outside the Department such as another government agency, colleges and universities or Consulting organizations. Even so, this does not lessen the supervisor's responsibility for determining training needs, planning the training, and evaluating the results of training.
DETERMINING TRAINING NEEDS
Training is effective only if it helps the employee to grow and develop in his proficiency. Since the training needs of individuals vary, it is important that training be directed to meet the needs of each employee. The supervisor must analyze those needs, decide when training will help, and who needs the training. The basic process for doing this appears simple. It involves the following steps:
1.
Determine the job requirement.

2.
Determine the degree to which the employee is capable of meeting the standard of performance.

3.
If the standard of performance is not being met, to the extent that the reasons for this involve changes in knowledge, skills, attitudes, or behavior of employees, there is a need which training can probably help meet.

4.
Determine the employee's career direction and the training that will help achieve it.The simplicity of the process is deceptive, particularly when dealing with morale and other needs that are affected by personal bias and emotional background. However, the supervisor will have to judge whether training is the best way to meet the situation. A decision on these problems must be made with special care, based on sound information, properly interpreted and evaluated. In reaching a decision, the supervisor may need to consult with a training specialist whose help will be available when needed.
THE TEACHING PROCESS
Teaching is encouraging and guiding the learning activities of students toward established goals. In most cases this process consists in five steps; preparation, presentation, summarization, evaluation, and application.
PREPARATION
Preparation is twofold in nature; ‑ that of the supervisor and the employee.Preparation by the supervisor is absolutely essential to success. He must know what, when, where, how, and whom he will teach. Some of the factors that should be considered are:
1.
The objectives
2.
The material needed
3.
The methods to be used
4.
Employee participation
5.
Employee interest
6.
Training aids
7.
Evaluation, and

8.
Summarization
Employee preparation consists in preparing the employee to receive the material. Probably the most important single factor in the preparation of the employee is arousing and maintaining his interest. He must know the objectives of the training, why he is there, how the material can be used, and its importance to him.
PRESENTATION
In presentation, have a carefully designed plan and follow it. The plan should be accurate and complete, yet flexible enough to meet situations as they arise. The method of presentation will be determined by the particular situation and objectives.
Summary
A summary should be made at the end of every training unit and program. In addition, there may be internal summaries depending on the nature of the material being taught. The important thing is that the trainee must always be able to understand how each part of the new material relates to the whole.
Evaluation
This part of the teaching process is discussed later in this Guide.
Application
The supervisor must arrange work so the employee will be given a chance to apply new knowledge or skills while the material is still clear in his mind and interest is high. The trainee does not really know whether he has learned the material until he has been given a chance to apply it. If the material is not applied, it loses most of its value.
SOME TEACHING METHODS
A teaching method is a pattern of identifiable student and instructor activity used in presenting training material.
GUIDES FOR SUPERVISORS ON employee welfare responsibilities
All supervisors are faced with the problem of deciding which method should be used at a given time. Perhaps it will help to analyze the methods and catalogue the activities involved into the following Categories:
1.
The supervisor, having knowledge or experience not possessed by the employees, organizes his ideas and tells the employees.

2.
The group discusses the ideas, exchanges views and experiences.

3.
The supervisor shows the group how to do something. This procedure usually involves explaining as well as demonstrating.

4.
The group does whatever is being learned. This involves application of new material or may be used in learning a skill or technique.

Thus, the methods of teaching consist of varying proportions and arrangements of telling, discussing, showing or doing. The methods may be classified generally as lecture, discussion, demonstration, or performance. There is considerable overlap in that most methods involve more than one of the activities. For our purposes, the most important thing is not the name given a method but the effectiveness of the method in a teaching‑learning situation.
Lecture
The lecture is dir6ct oral presentation of material by the ~supervisor. The present trend is to place less emphasis on the trainer's activity and m re on that of t h e trainee. Yet there are times when this method can be used to good advantage such as to describe inform, explain, convince, or stimulate. Some of the advantages of this method are:
1.
Many ideas can be presented in a short time,

2.
It is effective for introducing a new subject,

3.
It can be used to summarize rapidly,

4.
It is well suited to large groups,

5.
It can be used when other methods are not suitable, and

6.
It can be used with other methods.
Some of the disadvantages are:
1.
There is a lack of employee participation
2.
It is difficult to hold attention

3.
The method is not suited to teaching such things

4.
There is difficulty in estimating trainee progress
Discussion
Teaching by discussion or conference involves using questions and other techniques to arouse interest and locus attention upon certain areas, and by doing so creating a learning situation. This can be one of the most valuable methods because it gives the employees an opportunity to express their ideas and pool their knowledge. As with other methods there are certain advantages and disadvantages to discussion. Some of the advantages are:
1.
It presents an opportunity to organize and express ideas
2.
It stimulates critical evaluation of ideas
3.
It stimulates interest, and

4.
It provides opportunity for evaluation
Some of the disadvantages are:
1.
There is danger of emphasizing the wrong points,

2.
It is time Consuming, and

3.
It is a difficult method to use.
Demonstration the demonstration is used to teach how something works or how to do something. It can be used to show a principle or what the results of a series of actions will be. A well staged demonstration is particularly effective because it shows proper methods of performance in a realistic manner. In planning for a demonstration the following reminders may be helpful.
1.
Before the demonstration:
a.
Determine the objectives
b.
Prepare complete plans
c.
Remove distractions
d.
Arrange needed material, and

e.
Emphasize the points to watch for
2.
During the demonstration:
a.
Make sure the employees can see
b.
Go through the process at normal speed
c.
Explain the purpose of each step
d.
Stress safety precautions
e.
Ask questions to check understanding
f.
Encourage questions, and

g.
Repeat the process if needed
3.
After the demonstration: Summarize the key points.
Performance
Performance is one of the most fundamental of all learning techniques or teaching methods. The trainee may be able to tell how a specific operation should be performed but he cannot be sure he knows how to perform the operation until he has done so. Some of the advantages of this method are:
1.
It puts theory into practice ‑ employees can apply what they have earned
2.
It is especially suited to on‑the‑job training
3.
It increases the speed of learning by the use of more senses
4.
Faulty habits and practices can be discovered and corrected, and

5.
It furnished a check on employee progress
There are other methods and techniques of teaching. It is difficult to use any method without other methods entering into it. In any learning situation a combination of methods is usually more effective than any one method alone lesson, day, or program but should be used continuously. Let's notice the way this relates to the rest of the teaching process.
Integration
Evaluation must be integrated into the other aspects of the teaching‑learning process. Accordingly, begin evaluation with clearly defined objectives.  Gear the evaluation to the skills and applications of information needed by the employee to do the job for which he is being trained. Supervisors cannot evaluate progress or behavior without considering what the behavior should be.
Motivation - Which Method to Use
In attempting to determine which method or methods to use the supervisor should seek to answer the following questions:
1.
What are the objectives?

2.
What is the background of the trainees?

3.
What is the nature of the subject matter?

4.
What activities are appropriate?

5.
What facilities are available?

6.
What is the trainee ‑ trainer ratio?

7.
What are the capabilities and qualifications of the trainer?

8.
How much time is available?

EVALUATING THE TRAINING

The purpose of all training is to promote learning to determine whether the training has been a success or failure, the supervisor must evaluate this learning.
In the broadest sense evaluation includes all the devices, methods, skills, and techniques used by the supervisor to keep himself and the employees informed as to their progress toward the objectives they are pursuing the extent to which the employee has mastered the knowledge, skills, and abilities, or changed his attitudes, as determined by the program objectives, is the extent to which instruction has succeeded or failed. Evaluation should not be confined to the end of the Make evaluation tie in with the motivation of the trainees. The trainee must be rewarded for his efforts; he must experience the satisfaction which accompanies success; he must be aware of his progress. When the trainee fails he must know why he failed and how he can keep from failing a second time.
Understanding
Use evaluation to assist in developing understanding during the training. Make the evaluation serve as a diagnostic tool by observing employees for signs of approval, bewilderment, or opposition; be alert for indications of agreement, disagreement, or puzzlement. Constantly check understanding and progress by questioning and observing performance.

Application
Relate evaluation to employee application of the results of training. Point out what the employee does right and wrong; make suggestions for improvement. Encourage self‑evaluation and provide a means for the employee to evaluate his own work and correct his own errors. The employee needs to know how he is doing ‑ for maximum learning he must be aware of his progress.
ROLE OF THE SUPERVISOR
If the supervisor considers the factors that have been discussed in this Guide, the chances are that he will have good plans for any training program. If these plans are properly carried out, a productive training situation should result.
Health and Safety
The supervisor is responsible for the health and safety of his personnel. He must Create a climate in which each can work and progress without accident, injury or illness. The following are some guides for the supervisor in this important area of his responsibility.
SET THE EXAMPLE
The supervisor must help employees develop good health and safety habits and procedures by example and persuasion. The supervisor should himself practice safe working habits, see his doctor once a year for a complete medical examination and be Consistent in selling these ideas to employees. They will be more health and safety conscious if he establishes the action pattern and leads the way. If he can get every member of his unit to follow) prescribed procedures and have regular check‑ups, he will have gone a long way toward assuring effective production.
MAKE INSPECTIONS
Reassure a healthy, safe place to work. The supervisor should make regular inspections of light, temperature, humidity and ventilation. Insure comfortable, supportive chairs. He should have a regular schedule for safety inspection and make sure that all hazardous conditions are corrected. The Office of Personnel has published a check list of office safety hazards.

Each agency has special safety codes for the laboratory, field or forest. The supervisor should talk with employees frequently to make sure they thoroughly understand the performance requirements and hazards of their work. Within reason, employees should be permitted latitude in decorating their work space. They spend a great deal of their time at work and their well‑being and morale affect their health.
USE ANNUAL LEAVE
Encourage planned annual leave. The supervisor and his employees individually need to get away for rest and relaxation. A well‑planned program should permit everyone to use earned leave. Illness and accidents rise when fatigue, boredom and stress continue without relief. Some employees prefer short frequent breaks; others wish to travel or have holiday leave. Supervisors should believer out of the supervisor. Follow up all accidents and illnesses. Demonstrated interest and attention by the supervisor will improve morale and speed the individual's recovery.
WATCH FOR CHANGES IN EMPLOYEES
Establish a democratic, written plan that will permit as much choice as possible in the use of leave. Resentment can build and affect those who feel there is discrimination in the use of leave.
DO NOT ABUSE SICK LEAVE
Keep a close watch on sick leave use. Most people recognize its value, a few will abuse the privilege. Most employees will be ill and getting proper medical attention when they use sick leave. Others may be ill but are not seeking help. The supervisor has a right to question sick leave use. Besides the three‑day doctor's slip, he can demand an excuse for lesser periods. If there is valid reason to question use of sick leave, confront the employee and contact his doctor. Some people will be ill and avoiding or unable to afford proper care. Supervisory interest and suggestion will often correct the problem. Often problem drinkers or the emotionally disturbed will abuse their sick leave. Firm insistence that if employees get medical attention and release their doctors to confer With proper officials may make the difference between employee rehabilitation and loss.
HAVE AN EMERGENCY PLAN
The supervisor has responsibility in case of sudden illness or accident. All supervisors should have an emergency plan. Encourage employees to take First Aid training. If there is no health unit, try to set aside a room or area stocked with adequate first aid supplies, identify employees and designate them to call for an ambulance or doctor if they are needed.
Supervisors are responsible for completing Form AD278 for all accidents. This form was primarily designed to help prevent accidents. The supervisor must complete all the safety forms specified by his agency for the protection of the victim and the interests of the government. The supervisor should estimate accident costs which come from his budget. This should make a safety

Do not condemn poor performance before ruling out illness. People are creatures of habit and are predictable. If the supervisor has recruited wisely, trained carefully and supervised well, most employees will function satisfactorily. If a change in performance or behavior is noted, suspect possible illness. If the supervisor knows his employees well, he will often know the cause. It may be job or home stress that has become too much. Deadlines have to be met and everyone has problems or worries, but each has a breaking point. The body organs or emotions may break down. There may be a job hazard or poor tools behind the problem. There may be personality conflicts. Favoritism or prejudice may be present. Poor communications, organization or planning may be at fault. The important thing is that the supervisor has the responsibility for finding the cause. Don't let emotions interfere. The supervisor must try to find an explanation and do it as soon as possible. Nature will take its course but not always for the best.

The supervisor should confront the employee and apprise him of his observations. Ask for an explanation. Several things will have been accomplished. The employee now knows his supervisor is aware, cares, and hopefully will help. He may offer a ready explanation. Possibly the supervisor is at fault, if so, he should correct the situation. Work causes may include inadequate training, poor tools, unhealthy or unsafe working conditions, group or individual conflict. These are under supervisory control and can be corrected. Many an ulcer has healed, blood pressure lowered, and serious disease or accident prevented because a supervisor asked his employee for an explanation.

The employee may mention a non‑work problem. Even if this cannot be controlled, interest and understanding will help. It may be of value to suggest a possible source of help ‑ the personnel office or a community source. If the person isn't aware of a problem or refuses to get help, the supervisor may have to be insistent, If the employee's behavior suggests possible illness and he has not voluntarily sought medical attention, the supervisor has the authority to order an examination. This is seldom necessary. The supervisor should seek advice from his personnel office at this point, except in an emergency. When ordering an examination, be sure the doctor has access to all information, including a description of the person's duties and behavior.
Many employees have been rehabilitated because a supervisor has taken the initiative. This approach is not in opposition to, but part of discipline. Ill people should be helped or retired, not fired. Be slow to anger and ready to understand.

GUIDELINES FOR SUPERVISORS

















				� INCLUDEPICTURE "http://www.erm.ecs.soton.ac.uk/theme3/graphics/clip_image002_0000.jpg" \* MERGEFORMATINET ���























[2]


