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Pretace

The biggest shift in job responsibility often occurs when one becomes a supervisor.
Supervisors experience the transition from being primarily doers, whose performance
is measured by individual effort and technical skills, to being administrators, whose
performance is measured by their ability to achieve results through the multiple efforts
of others. This text discusses the challenges that face supervisors in a rapidly changing
environment and focuses on sound supervisory practices, how to understand and
develop people, and how to achieve high employee productivity.

We have tried to make this a comprehensive and unique book. We have included
a wide range of supervisory management subjects from which the reader may select
those topics of greatest personal interest. Several factors make the book unique. To
help the reader bridge the gap between intellectual learning and internalized learning,
and therefore to apply what has been learned, each chapter moves from theory to
application to experiential learning. Also, the format of the book provides readers with
a logical progression for learning about supervisory management. Chapter 1 presents
an overview of the format and the contents of the book, and each of the following
chapters is devoted to an aspect of the learning format.

In addition to material traditionally covered in supervisory management texts, we
have presented new and fresh material. For example, we have included chapters on
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xviii Preface

building a supervisory philosophy; developing one’s personal and supervisory poten-
tial; improving group effectiveness; improving formal communications; applying help-
ing skills to supervision; and managing disadvantaged, handicapped, or alcoholic
employees, as well as managing labor relations, stress, and one’s life and time.

The book has a strong personal development emphasis. We believe that supervi-
sors can best apply what they learn from this book to supervising others when they
first learn to apply it to themselves. In addition, we believe that a supervisor's own
example has a major influence on employee performance. Our goal in writing this book
is to help supervisors develop their own potential so that their positive example will
have a multiplier effect on their employees.

ACKNOWLEDGMENTS

We would like to express a special thanks to Anna Warrick, who dedicated a consider-
able portion of the last two years to typing, editing the manuscript, incorporating
numerous revisions, and assuming primary responsibility for writing the teacher’s
manual. She accomplished all of this while introducing a new member into the Warrick
Family (Ryan Matthew Warrick, born December 26, 1981). Jay Schubert also deserves
considerable thanks for her painstaking and yet cheerful efforts in proofreading the
book and making helpful suggestions as well. Dorothy Cappel, of Harper & Row,
earned our respect as a capable and responsible project leader who gently but persis-
tently managed us in completing the book. We would also like to thank Elaine Schantz,
who typed some of the early manuscripts. In addition, we would like to acknowledge
the following reviewers whose valuable comments helped shape many of our ideas in
completing the final manuscript:

Professor William R. Sherrard
San Diego State University

Professor Jim Hall
University of Santa Clara

Professor Robert Taylor
University of Wisconsin at Steven
Point

Mr. Ken Shock
West Valley College

Professor Bill Kindsfather
Tarrant County Junior College

Professor H. D. Ryder
Glouster County College

Professor Charles Beavin
Miami-Dade Community College

Dr. Carl M. Guelzo
Catonsville Community College

Professor James Glover
Essex Community College

Professor John Casey
Herkimer County Community

Professor Bert Weesner College

Lansing, Michigan

Professor Ray Mullins
Bowling Green State University

Professor Sumner White
Massachusetts Bay Community
College



Professor Richard Herden Professor John Zeiger

University of Louisville Bryant College

Professor Charles Manz Professor Robert Richmond
University of Minnesota Bucks County Community College

SPECIAL TRIBUTE
ARTHUR H. BOISSELLE, JR.

We want to pay special tribute to Dr. Arthur H. Boisselle, Jr. Dr. Boisselle is a former
student of ours who excelled in that role and is now excelling in his role as a professor
at Pikes Peak Community College in Colorado Springs. Art has made a valuable
contribution to this book by sharing his comments, ideas, experience, and research. He
is an energetic resource overflowing with ideas, and we consider ourselves fortunate
to have played a small role in his successful career.

D. D. WARRICK
RoBeRT A. ZAWACKI

ABOUT THE AUTHORS
D. D. (DON) WARRICK

Dr. Warrick is an associate professor of management and organization behavior at the
University of Colorado at Colorado Springs, where he has won six Outstanding Teach-
ing Awards. He has received national recognition as an educator, consultant, and
speaker, and in 1982 was named the Outstanding Organization Development Practi-
tioner of the Year by the American Society for Training and Development and was
elected chairperson of the Organization Development Division of the Academy of
Management. He has also been named to Who's Who in the West, Personalities in
America, Who's Who in Consulting, and Certified Consultants International. He has
published over 20 articles and cases, and in addition to this book is the author or
coauthor of Current Developments in Organization Development (Scott Foresman,
1984), Managing Organization Development and Change (SRA, 1984), and Organiza-
tion Development: Managing Change in the Public Sector (IPMA, 1976). In addition,
Dr. Warrick is the former editor of the internationally circulated Academy of Manage-
ment OD Newsletter. Dr. Warrick received his bachelor’s and master’s degrees from
the University of Oklahoma and his doctorate from the University of Southern Califor-
nia.

ROBERT A. ZAWACKI

Dr. Zawacki is a professor of management and organization behavior and former
associate dean of the College of Business and Administration at the University of

Preface xix



xx Preface

Colorado at Colorado Springs. His teaching and research interests are motivation of
people, increasing productivity, job redesign, performance appraisal, and organiza-
tional change. In 1979, he received the University of Colorado Chancellor’s Award and
was elected to Who's Who in the West. A keynote speaker at numerous national and
state meetings, he has written over 30 articles that have appeared in such journals as
Datamation, Public Personnel Management, Personnel Journal, Supervisory Manage-
ment, Academy of Management Proceedings, The Personnel Administrator, Manage-
ment by Objectives Journal, and Management Information Systems Quarterly. Some
of the organizations he has consulted with are IBM, GE, GTE, Texaco, Aetna, NCR,
ITT, Hewlett-Packard, TRW, Digital Corporation, Hartford Insurance, Arizona State
Patrol, New York Department of Labor, U.S. Air Force Academy, Colorado Interstate
Gas, and numerous hospitals and banks. In addition to this book, he is the author or
coauthor of Organization Development: Practice, Theory, and Research (BPIl, 1978
and 1983), The Personnel Management Process: Cases on Human Resources Adminis-
tration (Houghton Mifflin, 1982), Organization Development: Managing Change in
the Public Sector (IPMA, 1976), Management: Cases in Management and Organiza-
tional Behavior (BPI, 1982), and Motivating and Managing Computer Personnel
(Wiley, 1981). Bob received his bachelor’s and master’'s degrees from the University
of Wyoming and his doctorate from the University of Washington.



Supervisory Management



Contents

PREFACE

Part One The Supervisor’s Role

Chapter 1

An Overview of Supervisory Management

Objectives

Our Changing Environment

Supervisory Management Skills

The Supervisory Management Role
Understanding the Management Framework
Developing a Supervisory Philosophy
Developing Professional Supervisors
Summary

Important Terms

Review Questions

Exercise 1.1 Supervisory Perception
Case 1.1 The Transition into Supervision
Suggested Additional Readings

xvi



viil

Contents

Chapter 2

Chapter 3

The Management Framework

Objectives

The Importance of Having an Understanding
of the Management Framework

What Is an Organization?

A Systems View of Organizations

Organizational Objectives

Organizational Structure

Relationships

Summary

Important Terms

Review Questions

Exercise 2.1 Supervisor's Responsibility for

Subordinates’ Satisfaction

Exercise 2.2 Authority versus Responsibility

Case 2.1 Queens Burger

Suggested Additional Readings

Exploring Schools of Management Thought
and Developing a Supervisory Philosophy

Objectives

Building a Foundation for Successful Supervision

Why a Supervisory Philosophy Is Important
Schools of Management Thought
Supervision Today

Devsloping Your Supervisory Philosophy
Guidelines in Implementing Your Philosophy
Summary

important Terms

Review Questions

Exercise 3.1 Building a Sound Management Philosophy
Exhibit 3.1 Developing a Management Philosophy

Suggested Additional Readings

Part Two Supervising Individuals

Chapter 4

Understanding Individual Behavior

Objectives

The Influence of Behavior
Understanding the Self-Concept
Practical Implications

Defense Mechanisms

Integration of the Self-Concept

A Framework for Looking at Yourself
Summary

Important Terms

13
13

13
14
14
15
16
18
18
19
20

20
20
20
21

23

23
24
24
24
30
33
35
35
36
36
37
37
37

41

41
41
43
44
45
47
48
50
50



Chapter 5

Chapter 6

Review Questions

Exercise 4.1 Building a Positive Self-Concept
Exercise 4.2 Understanding Your Behavior
Exercise 4.3 Understanding Temperament Types
Exercise 4.4 Your Johari Window

Suggested Additional Readings

Motivation: The Path to Productivity

Objectives

Motivation

Theories of Motivation

External versus Internal Motivation
Motivating Your Boss

Motivational Strength through Enrichment
Summary

Important Terms

Review Questions

Exercise 5.1 Work Motivation Basics
Exercise 5.2 Job Enrichment

Exhibit 5.1 Job Enrichment Plan
Case 5.1 Where Do We Start?
Suggested Additional Readings

Interpersonal Communication

Objectives

The Importance of Communication Skills

The Communication Process

Understanding the Message

Communication Barriers and Facilitators

Transactional Analysis: A Model for
Monitoring How You Communicate

Assertiveness with Caring: A Communication
Skill for Expressing Your Needs

Handling Communication Breakdowns

Summary

Important Terms

Review Questions

Exercise 6.1 Understanding the Message

Exercise 6.2 Communication Barriers and Facilitators

Exercise 6.3 Evaluating Your Communication
Barriers and Facilitators

Exercise 6.4 Demonstrating Ego States

Exercise 6.5 Applying Transactional Analysis

Exercise 6.6 Giving and Receiving Positive Strokes

Exercise 6.7 Learning to Be Assertive
Suggested Additional Readings

50
51
51
53
55
56

57

58
58
61
70
74
77
78
79
79
80
82
83
83
84

86

86
86
87
89
92

97

105
111
116
116
116
117
117

118
118
118
119
119
120

Contents



x Contents

Chapter 7

Developing Your Personal and Supervisory Potential

Obijectives
The Exciting Adventure of Discovering
and Developing Your Potential
Why Supervisors Need to Grow
The Importance of a Supervisor's Example
Being Your Best Self
Why Aren't More People Utilizing Their Potential?
The Key to Growth: Taking Responsibility for Your Behavior
The Behavioral Chain Reaction
Changing Behavior
Integrating the Past, Living in the Present,
and Planning for the Future
Choosing Constructive Behaviors
The Power of Constructive Thinking and Acting
The Whole-Person Approach to Character Building
Balancing Your Life-Style
Setting Realistic Goals
Overcoming Resistance to Growth
How to Stay Motivated
Growth Guidelines
Are You Willing to Develop Your
Personal and Supervisory Potential?
Summary
Important Terms
Review Questions
Exercise 7.1 Life-Styles
Exercise 7.2 Learning Integration
Exercise 7.3 Self-Interview Questionnaire
Exercise 7.4 Discovering and Developing Your Potential
Exercise 7.5 Personal Awareness Questionnaire
Suggested Additional Readings

Part Three Supervising Groups

Chapter 8

Understanding Group Behavior

Objectives

The Importance of Understanding Group Behavior
Group Behavior Definitions and Terms

Types of Groups

Group Behavior Theory

George C. Homans’s Model of Work-Group Behavior
Understanding Group Dynamics

Group Background Factors

Group Structure

121
122

122
123
123
124
124
126
127
129

130
132
132
135
139
139
140
141
143

144
144
145
145
146
146
146
149
153
155

169

159
159
160
160
161
161
163
164
165



Chapter 9

Group Processes

End Result

Intergroup Dynamics

Summary

Important Terms

Review Questions

Exercise 8.1 Group Dynamics Internalization

Exercise 8.2 Understanding Group Roles

Exercise 8.3 Dealing Constructively with Unconstructive Roles
Exercise 8.4 Observing Group Dynamics: A Live Case
Suggested Additional Readings

Developing Effective Groups

Objectives

Group Meetings

Different Types of Meetings

Group Problem Solving

Group Decision Making

Decision-Making Processes

Group Conflict Resolution

How Groups Resolve Conflicts

When You Can’t Work with Groups

Evaluating Group Meetings and Processes

Summary

Important Terms

Review Questions

Exercise 9.1 Group Processes Integration

Exercise 9.2 Evaluation of Group Meetings

Exercise 9.3 Intergroup Problem Solving
and Conflict Resolution

Suggested Additional Readings

Part Four Supervisory Management Practices

Chapter 10 Leading

Objectives

The Importance of Leadership

Leaders versus Managers and Supervisors
Three Major Leadership Theories

The Traits Approach

The Leadership Styles Approach

“The Management Grid”

integrating the Leadership Styles Theories
Evaluation of the Leadership Styles Approach
The Contingency Approach

166
172
174
177
178
178
178
179
179
179
181

182

182
182
185
186
190
193
196
197
201
201
201
202
202
203
203

203
205

209

209
210
210
21
211
211
212
215
217
217

Contents xi



Contents

Chapter 11

Chapter 12

“Choosing a Leadership Pattern”
Integrating the Contingency Approach:
The Adaptable Leader-Manager

Resolving Some of the Dilemmas in Leadership Theory

Summary
Important Terms
Review Questions

Exercise 10.1 Determining Your Leadership Style
Exercise 10.2 Demonstrating Leadership Styles
Exhibit 10.1 Leader Instructions and Descriptions
Exhibit 10.2 Customer Instructions and Scoring Sheet

Exhibit 10.3 Satisfaction Survey
Exhibit 10.4 Observation Sheet
Exhibit 10.5 Exercise Analysis Sheet
Suggested Additional Readings

Staffing

Objectives

The Staffing Role

The Staffing Process

Reaffirming the Job Requirements

The Vacancy Announcement

The Prospective Employee

The Application Blank

Preliminary Screening

Lengthy Interviews

The Patterned Interview: The Best Approach
Useful Open-ended Questions

Reference Checks and Physical Examination
Testing

Employment Decision and Job Offer
Employee Indoctrination and Training
Summary

important Terms

Review Questions

Case 11.1 The Joining Up of Janet Miller
Case 11.2 Improving Hiring Practices
Suggested Additional Readings

Planning and Setting Objectives

Objectives

The Primary Function of Supervisors
The Planning Process

Management by Objectives (MBO)
Summary

Important Terms

221

226
228
232
232
233
233
233
235
237
238
240
241
241

242

242
243
243
244
244
244
244
246
246
247
248
249
249
250
250
251
251
251
251
253
253

255

255
256
257
259
267
268



Chapter 13

Chapter 14

Chapter 15

Review Questions

Exercise 12.1 Career Planning

Case 12.1 Health Care Administration
Suggested Additional Readings

Organizing and Controlling

Objectives

Organizing

Guidelines for Controlling

Summary

Important Terms

Review Questions

Exercise 13.1 Division of Labor

Exercise 13.2 Authority versus Responsibility
Case 13.1 The Open Budget

Suggested Additional Readings

Communicating

Objectives
What Is Organizational Communication?
The Costs of Poor Organizational Communication
Early Thoughts on Organizational Communication
Modern Thinking on Organizational Communication
A Systems Approach to Organizational Communication
The Supervisor's Role in Crganizational Communication
Designing a Communication System
Summary
Important Terms
Review Questions
Exercise 14.1 Communication in the Office
Case 14.1 Organizational Growth Concerns
for Communication
Suggested Additional Readings

Supervisory Helping Skills

Objectives

Why Supervisors Need Helping Skills
The Most Effective Way to Handle People Problems
When Helping Skills Are Needed
Philosophical Basis for Helping Skills
Helping Skills: Basic Principles
Responsibility-Based Helping Skills
Giving and Receiving Feedback

The Helping Process

Understanding the Change Process
Summary

Contents  xiii

268
268
268
269

270

270
271
276
278
279
279
279
279
279
281

282

283
283
283
284
284
284
289
291
292
292
292
293

293
204

295

295
2586
286
297
297
208
299
302
304
307
308



xiv Contents

Chapter 16

important Terms

Review Questions

Exercise 15.1 Identifying Helping Skills
Exercise 15.2 Practicing Helping Skills
Suggested Additional Readings

Evaluating Performance

Objectives

The Performance-Appraisal Role

Types of Performance-Appraisal Tools

Presenting Alternatives

Feedback Guidelines

Behaviorally Anchored Rating Scales
Performance-Appraisal Interview Guidelines

Summary

Important Terms

Review Questions

Case 16.1 The Performance-Appraisal Workshop

Case 16.2 The Performance-Appraisal Interview

Case 16.3 Using Performance Appraisal to Improve Performance
Case 16.4 Analyzing the Performance-Appraisal Process
Suggested Additional Readings

Appendix: Performance Review

Part Five Current Issues in Supervision

Chapter 17

Supervisory Challenges: Working Etffectively with
Disadvantaged, Handicapped, or Alcoholic Employees

Objectives

The Supervisory Challenge

Supervisor's Commitment

Definitions and the Law

Characteristics of Disadvantaged People
Guidelines for Hiring and Retaining the Disadvantaged
Hiring and Retaining the Handicapped
Occupational Safety and Health Administration
Alcoholism

Role of the Supervisor

Summary

Important Terms

Review Questions

Exercise 17.1 How Much Can You Legally Ask?
Exhibit 17.1  Answers to Exercise 17.1

Case 17.1 Alcohol on the Breath

308
308
309
309
310

311

311
312
312
316
316
318
319
321
322
322
322
323
324
325
325
327

339

340
340
340
341
341
342
342
344
347
347
351
351
352
352
353
354



