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One thing that has been constant in the early twenty-first century world is
change. Widespread changes in technologies, organizational restructuring and
economic, social, and political environments have affected every aspect of in-
dividual and corporate life. Offshoring, and the “China factor” have become a
reality. Globalization is impacting competition, changes in technology and the
skills that workers will need in the new digital age, and rising labor costs in the
minimum wage and other employee benefits. Every day, the Wall Street Journal,
USA Today, and trade publications feature articles about issues that affect or-
ganizations and individuals. Examples include the Affordable Care Act, Union-
busting laws, the Target data breach, and RadioShack closing over 1,000 stores
nationwide. Individuals and organizations will need to find ways to adapt to the
ongoing volatility and uncertainty of our society.

Since the recession in 2008, the U.S. economy has grown at a slow rate. But
we have hope that employers will focus on empowering their full-time, contin-
gent and virtual employees to achieve high performance and interact effectively
with customers, clients, and other stakeholders. Early in Professor Leonard’s
management career, a mentor said, “Every employee is a manager!” That notion
is more appropriate today than at any time during his life. The skills, concepts
and principles of management presented in this text are relevant for everyone in
the workforce. Each and every person will be responsible for supervising some-
one or something at some time in his or her life. Therefore, we want to make sure
that all students are well informed about the challenges of supervision and pos-
sess a solid skill foundation so that they can make informed decisions about the
right things to do when necessary.

Throughout the 13th edition of Supervision, we have focused on ways in
which leaders can engage their diverse workforce and effectively facilitate work
teams. We believe that throughout the text we have described and demonstrated
the supervisory skills that students will need to help them and their organizations
meet the challenges of today and tomorrow.

Organization of Supervision

Over the years, our students have told us that they need help becoming proficient
in analysis, communication, decision-making, leadership, and working with dys-
functional bosses and co-workers, that is conflict resolution skills. To that end,
every chapter begins with an opening, “You Make the Call!,” a feature that gives
students an opportunity to analyze a real-world situation and ponder courses of
action. The Personal and Team Skill-Building activities at the end of each chap-
ter reinforce the chapter’s contents and give students opportunities to apply the
skills and content in authentic situations. Students will also have opportunities to
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Xvi Preface

reflect back on the opening “You Make the Call!” features and make decisions
about what needs to be done to keep employees, supervisors, and organizations
moving in the right direction.

We have reorganized the 15 chapters of this edition of Supervision:
Concepts and Practices of Management into four parts in order to facilitate the
use of the text in a variety of instructional configurations including 8-week,
12-week, 15-week and 16-week course calendars. The parts are configured in the
following way:

® Part 1: Supervisory Management Overview and Challenges. This part intro-
duces the fundamentals of management, supervisory planning, and the
diverse character of the workforce. We discuss the social, demographic, eco-
nomic, technological and global challenges that managers will face every day
in light of the big ideas and theories that have emerged over the past century
to inform management thought. Students are introduced to the functions of
management: planning, organizing, staffing, leading and controlling. Strate-
gies for effective planning are presented, followed by the challenges and prac-
tices of supervising in a diverse workforce.

® Part 2: Essentials of Effective Supervision. The four chapters detail the key
skills of leading, communicating and listening, motivating followers, solving
problems and making decisions.

® Part 3: Organizing, Staffing, Managing and Measuring for Success. These four
chapters provide the essentials for organizing work, empowering employees
for success, building and facilitating effective teams, and improving employee
performance.

® Part 4: Controlling and Managing Performance and Conflict. These three
chapters provide guidance in establishing and using effective controls, resolv-
ing conflicts, and applying positive discipline in order to maintain a high-
performing workforce.

Text Features Are Application-Oriented

Our work with organizational behavior, management and leadership students at
IPFW and Trine University, as well as with students of public administration at
Western Michigan University continues to show us that students learn best when
they have many opportunities to apply the concepts and practices of manage-
ment in real-life contexts. Both of us divide our time among a range of activi-
ties that inform the development of the learning activities in the text. We work
with private- and public-sector managers and supervisors in a variety of capaci-
ties, learning about their managerial challenges, discussing ideas with them, as-
sessing their needs relative to the functions of management and helping them
identify best-practice approaches to engage and empower employees. Also having
managed employee groups and virtual teams over the past few decades, we have
been fortunate to acquire first-hand knowledge of the problems managers face in
supervising in a dynamic, complex environment.

We are honored to have the opportunity to share these personal and pro-
fessional experiences with you by incorporating them into the chapter nar-
ratives and learning exercises in this edition of Supervision. As has been done
in previous editions, the 13th edition of Supervision presents the concepts and
practices of management from points of view of practicing managers, organi-
zational theorists, employees, business owners and public sector administrators.

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



Preface xvii

The perspectives are presented in ways that enable students to consider the
“whys”, “hows” and “what ifs” that real managers face through learning exercises
and skill-building activities that have been field tested in classroom situations.

The most important question for an author to ask him or herself, as well as
the users of a textbook, when approaching every new edition is “What tools do
we want our students to add to their career toolbox as they use this text?” Stu-
dents need to know the theories that explain management, leadership and behav-
ioral practices so that they can understand why people and processes interact in
organizations in the ways they do. Students should also be prepared to identify
actionable supervisory situations in the workplace and have the knowledge and
skills necessary to respond appropriately. This skills-based text provides a bal-
ance of theory and practice in chapter narratives that combines timely, relevant
research and authentic examples of management concepts, as well as What Have
You Learned higher-level thinking questions, Personal and Team Skill-Builders,
critical incidents, opportunities for self-assessment, and a collection of Supervi-
sion in Action videos available on the student companion website that present
students with many opportunities to sharpen their supervisory skills and put
them to work. Some of the features we feel best facilitate student learning include
the following:

® An Integrated Teaching and Testing System. The text and supplements are
organized around Learning Objectives that form a comprehensive teaching
and learning system. Each chapter begins with a set of Learning Objectives
covering key concepts. The objectives then appear in the text margin, iden-
tifying where each objective is addressed. The key concepts are reinforced at
the end of each chapter in a series of section summaries arranged by Learning
Objective. Organization based on Learning Objectives continues into the sup-
plement package, including the integrated lecture outlines in the Instructor’s
Manual, the chapter Power Point decks and the Test Bank.

® Comprehensive Learning and Practice Activities. Together with colleagues,
students, practicing managers and others, we have prepared a convenient,
challenging and realistic set of activities that will engage students in consider-
ing and addressing the issues and challenges that supervisors and employees
face in today’s workplace. Our goal in the 13th edition is to provide a series
of learning activities to intellectually involve students, and, in some situations,
to get them emotionally connected to their course work, our text, and the
situations they are involved in. Thus, students will have a greater sense of
responsibility for their learning.

® “You Make the Call!” Opening Vignettes. We begin each chapter with a
problem faced by a supervisor or person impacted by a supervisor’s choice
of action or inaction, which will stimulate student interest about the chapter
topics. Each presents a real supervisory situation that will challenge students
to apply the concepts presented in the chapter. These case-like scenarios draw
students into a problem and ask them to decide what to do.

At the conclusion of each chapter, in either the Questions for Discussion
or specific Skill-Builder activities, students can develop their own approach
to the problems in the scenario by applying the concepts they just learned
in the chapter. By applying chapter concepts to these opening problems and
comparing their analysis and answers to questions we provided, students are
more prepared to grapple with the challenging critical incidents presented at
the end of each of the four parts of the textbook.
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xviii Preface

® Contemporary Issues. To better comprehend why organizations function the
way they do in society, students must recognize and understand the complex
issues that supervisors face. Throughout the text, we have integrated real
people, real organizations and real situations to help students gain practical
knowledge about supervisory and management situations.

® Supervisory Tips. Each chapter contains a “Supervisory Tips” box that draws
from the authors’ personal experiences, thorough reviews of research pre-
sented in business, public sector and academic publications, and discussions
with practicing supervisors. These tips, together with skill-building activities,
give students guidelines for addressing complex issues.

® Pedagogical Features. (1) Marginal Definitions of Key Terms: In an introduc-
tory supervision course, students must learn management vocabulary. There-
fore, we have highlighted in bold print key terms where they are first used in
the text and we have provided concise definitions in the margins of the text
where they are first introduced. The key terms are also listed with the appro-
priate page number at the end of each chapter. (2) Summary Points: Major
chapter concepts are summarized at the end of each chapter with reference to
the Learning Objectives. By reviewing these summaries, students can quickly
identify areas where they may need further review. Then, using the Learn-
ing Objectives number, students can easily locate the concepts they want to
review. (3) Questions and Activities: At the end of each chapter is a series
of discussion questions and individual and group exercises designed to help
students check their understanding of chapter material and practice imple-
menting key concepts. (4) References: The Endnotes section at the end of each
chapter contains many current and foundational references. Relevant refer-
ences are included for all the key concepts introduced in the book, as well as
numerous additional sources of information and insights.

® Skill Builders. Each chapter contains several Personal and Team Skill Builders,
which allow students opportunities to build their analytical thinking skills,
including those identified in the “Supervisory Tips” boxes. The Skill Builders
include a variety of application, role-play, and critical and creative “think-
ing outside the box” activities. In addition, all chapters include a “Technol-
ogy Tool” Skill Builder and several chapters include exercises that introduce
students to individuals who make life difficult for others in the workplace,
hypothetical supervisors or employees whose behavior may create havoc in
the organization. These mini-cases require students to assess and analyze a
situation using concepts from the text and suggest solutions. We have found
that testing the activities in the classroom helps students develop the compe-
tencies needed in today’s fast-paced society.

® Critical Incidents. Instructors throughout the country have told us that our
critical incidents, abbreviated case studies focusing on a specific supervisory
situation or management decision point are excellent tools for teaching and
learning supervisory skills. In response to this feedback, we have included
24 critical incidents in this edition, all of which are new or substantially
revised. The critical incidents provide additional opportunities for students
to engage with the learning objectives and content from their respective sec-
tions. Because the critical incidents involve concepts from more than one
chapter, six incidents are presented at the end of each of the four parts of
the text. Most of the critical incidents are short—some less than a page
each—and are challenging without being overwhelming. Each is followed
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Preface

by discussion questions that help students focus and synthesize their think-
ing. The critical incidents are based on actual experiences of supervisors
and leaders in numerous work environments, and one critical incident in
each part involves a highly-visible and well-known organizational or com-
munity leader.

The critical incidents can be used in several ways as fuel for class, seminar
or online discussion, as written homework assignments, for team analysis and
presentation, or as prompts for essay examinations. These assignments are
excellent ways for students to practice their skills on a real supervisory prob-
lem and to assess their abilities to apply what they have learned.

WATCH FORTHE ICONS

Our goal in the 13th edition of Supervision is to provide a series of learning
activities through multiple modalities in order to actively involve students intel-
lectually and accommodate a variety of learning styles. As in previous editions,
we include icons for each modality to draw your attention to these special learn-
ing activities.

° G Internet Activities. Internet-based exercises require students to search
the World Wide Web for information, tools or strategies that may
%mm  be associated with or included in the learning activity. Look for the
“Internet Activity” icon.
° Role Play Activities. Several of the skill builders and end-of-part criti-
cal incidents have optional role-playing activities that involve small
groups of students putting themselves in the place of a supervisor or
employees. The “Role Play” icon is used to identify them.
® .0 Supervision in Action. Video scenarios captured from authentic orga-
nizational environments offer effective, engaging learning opportu-
nities for students. We now provide 15 real-world video vignettes,
one for each chapter in the student companion website for this text,
located at cengagebrain.com. A “Supervision in Action” icon at the
end of each chapter prompts instructors and students to access the
videos and accompanying discussion questions and activities online.
We encourage use of the videos as catalysts for in-class discussion or
enrichment of the online learning environment.

ROLE PLAY

SUPERVISION
INACTION

New Perspectives and Expanded Topics

® The character of the text has transitioned to address a wider variety of super-
visory environments. According to a 2014 Yconic.com study of over 1,000
millennial workers, nearly half would like to serve in the public sector in
some capacity some time during their career. Further, many nonprofit orga-
nizations seek managers who can bring entrepreneurial and business skills
to bear on pressing social problems, often finding candidates who wish to
transition from the private sector. For these reasons, the 13th edition includes
examples of supervisory challenges as they occur in all of these contexts and
provide opportunities for students to apply concepts to a wide variety of
organizational situations.
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® New to this edition, we include at the end of each chapter an “Experiential
Exercise for Self-Assessment.” We believe that a quote from the 1963 speech
prepared for John F. Kennedy, Jr., “Leadership and learning are indispensable
to each other,” holds true for all supervisors. In order to succeed in leading
workers, supervisors must know their strengths and identify areas in which
they can continue to grow. The Experiential Exercises give students oppor-
tunities to evaluate their personal and professional skills in order to identify
their assets and learn some things that they can to do to make themselves
more valuable in the workforce and in their communities.

® Throughout organizations, technology is transforming the ways in which
workers work and supervisors manage. Accordingly, throughout the text we
address these changes by describing supervisory functions that can now be
augmented with technology. These changes are often accompanied by chal-
lenges, which we discuss as well, particularly the supervisor’s responsibil-
ity to balance the demands of incorporating social media into stakeholder
engagement efforts with the problem of employees’ time-wasting technology
behaviors.

® Also new in this edition, all of the chapters include a “Technology Tool”
activity as one of the Personal or Team Skill-Builders. These activities provide
students with opportunities to explore technology software applications and
software use strategies that align with the functions of management. Business
and social sector research tell us that when organizations align technology
with their missions and goals, rather than simply using technology because it
is available, they can improve the efficiency, effectiveness, quality, and overall
performance of their organizations. The Technology Tools will help students
identify ways in which they can facilitate this alignment by choosing tools
that help organizations do what they’re already doing, better.

® As our society recovers from the most recent economic recession, surveys
have found that a lack of trust between workers and managers continues to
affect productivity and employee engagement. In Chapter 5 we include an
extended discussion of the importance of trust-building actions and behav-
iors supervisors should use to reverse this trend. Leadership ethics goes hand-
in-hand with trust therefore we, provide recommendations to supervisors
related to modeling and encouraging ethical behavior with specific mention
of Character Counts™ Six Pillars of Character, which can be applied widely
to organizations, communities, and personal ethical decisions.

® Followership, a required element in the leadership equation, is discussed in
detail in Chapter 5.

® Previous editions’ coverage of employee morale is augmented with new
research findings and strategies for increasing employee engagement, a con-
cept that more specifically delineates the extent to which supervisors and the
organization play a role in building employee commitment to achieving orga-
nizational goals.

® Technology’s inherent problem of data security and the increasing incidence
of large-scale organizational data breaches are topics that merit specific
mention in discussions of policy planning, positive discipline and resolving
conflict.

® Organizational change is now included in Chapter 8 coverage of problem-
solving and decision-making. Problem-solving drives the decision-making
process; in order to solve a problem, often changes must be made. It is the
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supervisor’s responsibility to incorporate strategies for effectively facilitating
change in order to maintain positive employee morale and engagement.

® Continued challenges of downsizing due to reorganization and the impact
of technology are presented in Chapters 9 and 11, particularly the effects of
layoffs on remaining workers who often must work through “survivor syn-
drome”. Suggestions are provided in Chapter 11 for helping workers main-
tain productivity and morale during necessary transitions.

® The number of workers who telecommute and participate in virtual teams
continues to increase. We provide updated suggestions for managing a virtual
workforce.

To the Instructor

First and foremost, this is a practitioner text. Using your personal career and
life experiences along with the skill-building exercises and other experiential ex-
ercises from the text, you can help students identify problems and challenges
by tapping into their life and organizational experiences. By coupling these past
personal experiences with the concepts presented in the text, students are led to
make recommendations for solutions or organizational improvement.

We believe that the greatest gift a professor has to give is to prepare stu-
dents, inspire them to excel in the classroom, enable them to reach their full
potential and encourage them to take risks. We are certain that your legacy
will be that you invested wisely in your students, as they will be the ones
that make our nation’s future even brighter. The 13th edition of Supervision:
Concepts and Practices of Management will help your students in the learn-
ing process and get them to recognize and understand the complex issues
supervisors face.

Supplements to Ease the Teaching Load

Instructor’s Manual. Instructors always have more to do than there are hours
in a day. To make class preparation easier, we have developed a comprehensive
Instructor’s Manual.

The Instructor’s Manual includes suggestions for making the course “come
alive” for your students. You will find that the integrated learning system that
is found in the main text applies to the supplementary package as well. The
Instructor’s Manual is organized by Learning Objectives so that you can easily
customize your lectures and emphasize the concepts your students need most.
The extensive lecture outlines in the manual identify the materials that fulfill
each objective so that you can be sure your lectures cover key concepts. In addi-
tion to the lecture outlines, the Instructor’s Manual includes:

® Solution guidelines for all end-of-chapter discussion questions

® Commentaries on personal and team skill-builders, including suggested solu-
tions and follow-up approaches

® Evaluation tools for assessing student presentation and teamwork
contributions

® Commentaries and discussion guides for the “Supervision in Action” video
clips
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® Full commentaries on all critical incidents that can guide your classroom
discussions

® Answers for the critical incident discussion questions that will also help you
evaluate student written analyses.

Test Bank. Cengage Learning Testing Powered by Cognero is a flexible, online
system that allows you to:

® author, edit, and manage test bank content from multiple Cengage Learning
solutions.

® create multiple test versions in an instant

® deliver tests from your LMS, your classroom, or wherever you want.

Thoroughly revised, updated and certified for this edition, our comprehen-
sive test bank contains an ample number of questions so that you can easily cre-
ate several different versions of exams. Questions are linked to chapter Learning
Objectives so that you can tailor your exams to complement your teaching em-
phasis. The number of multiple-choice questions has been increased, particularly
with higher-level, application-based questions. And now, all questions are tagged
according to level of difficulty, learning objective, two types of learning outcomes
and Bloom’s taxonomy so that you can search and find the perfect combination
of questions to meet your needs. Test Bank items can be easily integrated with
your institution’s chosen learning management system (LMS).

PowerPoint® slides created by Niclas Hulting. Again reducing your lecture prep-
aration time, a complete deck of PowerPoint® slides for every chapter will guide
students through the key concepts and essential terms presented in the chapter
material. The slides are completely correlated to the lecture outlines found in the
Instructor’s Manual. You can easily edit or add to each slide deck as needed to
meet your personal presentation style.

Instructor’s Support Web Site. At www.cengagebrain.com, instructors will find
the entire suite of supplements—the Instructor’s Manual, the PowerPoint® slides,
and the Test Bank in various formats. And if you’re looking for more critical
incidents, you’ll find them here! More than 25 cases—including many of your
favorites from previous editions—are still available online.

DVD. Perhaps one of the most exciting and compelling bonus features of this pro-
gram, these short and powerful video clips provide additional insights on the appli-
cation of course concepts. A new set of video clips offers real-world organizational
acumen and valuable learning experiences from an array of organizations.

Supplements for Instructors and Students

Product Support Web site. The flashcards, Learning Objectives, and Glossary
are available for quick reference on our complementary student product sup-
port Web site. Real-world video clips and corresponding questions and activi-
ties are available for viewing and offer valuable learning experiences. Web links
and supporting materials corresponding to Experiential Exerices and Technology
Tools for each chapter are also available on the student Web site.

To the Student

We both like to greet our new classes with the following questions, “Right now,
what do you feel is the most important issue facing the United States?” and “Five
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years after graduation, what do you think will be the most important issue fac-
ing the United States?”. Then, we ask the same two questions with a slight vari-
ance, “What is the greatest challenge you face today?” and “What is the most
important challenge you will face five years after graduation?” Then we ask two
other questions, “What do you want to know for when your days on earth have
ended?” and “What strategy or plan do you have in place to get where you want
to be?” Reaction to those questions have been intense, extensive and varied in
both of our classrooms. Not surprisingly, most students cannot grasp the chal-
lenges they might be facing in the future.

Historically, we have wanted this book to encourage you—the student—to
think, communicate, and make decisions, unpleasant as those tasks may be at
times. We have found these skills to be the ones that make the difference in the
“real world,” whether you work for a major corporation, a family business, a
government agency, or a not-for-profit organization.

The Learning Objectives, listed at the beginning of each chapter, are what
we expect you to learn or be able to do after completing the assigned readings
and associated activities. We suggest that you “read with the end in mind.” Read
the Learning Objectives for the chapter, write them down on a sheet of paper or
record them on your favorite electronic device; then read the chapter’s summary.
You will now have a feel for what the authors think are the most important
concepts. Now that you have an overview, read the chapter. We believe that you
learn much more when you read with a purpose. Our students have also found
it beneficial to make a list of all the key concepts and terms prior to reading the
chapter.

Supervision 13th edition was revised first and foremost with you, the stu-
dent, in mind. Hopefully, your learning will be enhanced, and you will have
great success in whatever you choose to do. If you have questions or concerns,
you can email us: Professor Leonard, Leonard@ipfw.edu, and Professor Trusty,
kelly.a.trusty@wmich.edu.

We hope and pray that you will enjoy the journey as you travel through
Supervision 13th edition.
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Aftér studying 1
this chapter, you
will be able to:
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The Supervisory

Challenge

Understand that we are in difficult
times.

Explain the demands and rewards of
being a supervisor.

Describe the contributions of four
schools of management thought.

Identify the economic, demographic,
political, and social trends that will
affect supervisors.

5

Explain why.supervisors must
continually grow.and develop as
professionals.

Recognize ways for getting into a
supervisory position.
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4 Part 1: Supervisory Management Overview and Challenges

1 understandthatwe | What Does It Mean to Be a Supervisor
are in difficult times. in Uncertain Times?

The opening years of this century have been the most chaotic, uncertain, and
unpredictable years in the authors’ lives. Virtually every aspect of contemporary
life has undergone major changes during the past few years. The first years of the
twenty-first century have certainly been the times that try men’s souls.

What happened yesterday is not relevant unless it can be used as a learn-
ing experience. Think back to when you were in the fifth grade. What was your
world like? No doubt it was a lot different from your parents’ world. Today,
with the technology available, it is very easy to look up various employment,
economic, and other demographic statistics to compare our lot in life with that of
others and to see how we are progressing from one year to the next. But what else
is new? Look at Figure 1.1 to get a glimpse of how things were just 20 years ago.

The twenty-first century will be noted in the future by those who experi-
enced them as “another day of infamy”—except that the day turned into weeks,
months, and years. Where were you on September 11, 2001? Do you remember
what thoughts went through your mind as you heard the early reports of the
planes crashing and the days of uncertainty that followed? What were you doing
on April 14,2007, when a murderer wreaked havoc on the Virginia Tech cam-
pus? What were your thoughts as you watched the following events unfold?

November 2009: A U.S. Army Major went ballistic and killed 13 people at
Fort Hood, Texas. On April 2, 2014, again at Fort Hood, a soldier killed three
soldiers and wounded 16 before killing himself.

April 2010: The BP oil disaster resulted in the largest marine oil spill in his-
tory. Eleven men working on the platform were killed, and the 205.8 million gal-
lons of crude oil caused extensive damage to marine and wildlife habitats as well
as to the Gulf’s fishing and tourism industries.

January 2011: A college dropout killed six people and wounded 14 in
Tucson, Arizona. Among the injured was Congresswoman Gabrielle Giffords.

March 2011: A powerful earthquake rocked Japan, followed by a tsunami
resulting in massive devastation and thousands of deaths. At the time, Japan’s
economy was challenged by debt, economic stagnation, and depopulation.

July 2012: At the midnight premiere of The Dark Knight Rises in Aurora,
Colorado, a 22-year-old opened fire, killing 12 and wounding 58.
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FIGURE 1.1 The year 1995—What a difference 20 years makes

In the year 1995
« A postage stamp cost $0.32.
« A gallon of gas cost $1.35.
A new car cost $12,800.
« The federal government spending was $1519.13 billion.
« The median household income was $34,076.
Unemployment was 5.6%.

« President Bill Clinton invoked emergency powers to extend a $20 billion loan to help
Mexico avert a financial crisis.

- Congress was controlled by Republicans for the first time in 20 years.
An earthquake in Japan killed 6,434 people while an earthquake in Russia killed over 2,000.

In February, the Dow Jones closed at 4,033, a new record. In November, the Dow
closed at 5,023.

+ The first search engine service, Yahoo!, was founded.
+ Microsoft released Windows 95.
168 people were killed in the Oklahoma City bombing.
+ Prodigy Internet service offered access to the World Wide Web.
- eBay was founded.

In November, the federal government shut down because of a budget standoff
between Democrats and Republicans.

Pope John Paul Il visited the United States in a whirlwind tour.
+ Fighting resumed in Bosnia and Croatia.
The Million Man March drew millions of black men to Washington.
Women held 9.6% of Fortune 500 board seats.
+ Forrest Gump won the Best Picture Award.
0. J. Simpson was found not guilty of murder charges.

December 16-January 6 (1996): the federal government had another shutdown as
budget disagreements continued.

© 2016 Cengage Learning®

September 2012: In Minnesota, an employee went on a shooting rampage
after losing his job, killing five co-workers and then himself.

December 2012: In Newtown Connecticut, a 21-year-old shot and killed his
mother at their home, then drove her car to Sandy Hook Elementary where he
killed 20 six- and seven-year-old students and six adults before killing himself.

April 2013: Bombs near the finish line of the Boston Marathon killed three
and injured 264 others.?

June 2013: Nineteen Arizona firefighters lost their lives fighting a wildfire
northwest of Phoenix.

March 8, 2014: Malaysia Airlines Flight 370 disappeared with 239 souls on
board.*

March 2014: A catastrophic mudslide destroyed homes and blocked a mile-
long stretch of highway in Oso, Washington, killing more than 40.°

As you watched the newscasts during the past several years, you had a hard
time seeing the “good news” but 10 years ago (February 2004), Mark Zuckerberg
created Facebook in his Harvard dorm room. In February 2014, Facebook shares
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6 Part 1: Supervisory Management Overview and Challenges

rose to record levels and to celebrate their 10th anniversary, users were able to
create videos from their top posts. A month later, Twitter celebrated its eighth
birthday by sending its users back to their first tweets #Twitterisborn. The stock
markets continue to break new barriers.

Yet, consumer confidence is low. Oil and food prices continue to rise. The
unemployment rate in Detroit is 15.1 percent and the city has billions of dollars
in long-term obligations that may never be paid.® Data breaches (hacking) in
companies such as Target have caused distrust among shoppers.” Recalls of
vehicles by General Motors, Nissan, and Toyota have led to congressional
hearings.® As of March 2014, the unemployment rate in the United States has
gone down almost one percentage point over the past year but there are still over
10.5 million workers unemployed and the job market remains weak.’

For many employees, these past 10 years have been a time of employers
imposing work-rule concessions, wage freezes,!° or pay cuts, and asking them to
pay for a larger percentage of their healthcare costs—if they even had healthcare
insurance.!! The governors of several states have pushed what some described as
a “union-busting strategy” (i.e., right-to-work laws) by trying to make it illegal to
require an employee to join a union or remain a member of the union.'? Along with
that, many employees report significant increases in job responsibilities over the past
three years.!3

The news is filled with stories of middle-aged employees who expected to be
in their peak earning years but now face the stark reality of looking for work, no
doubt in a service industry that pays substantially less than what they made at
their previous employment. Manufacturing jobs are no longer the gateway for
high-school graduates to enter the middle class,'* and shifts in shopping trends
are causing companies to close their brick-and-mortar stores while trying to in-
crease online sales.’ A recent Manpower survey reported that 83 percent of em-
ployees are actively seeking new job opportunities in 2014.'¢ A word of caution:
It is easier to find a new job when you already have one.

The search for jobs has become very competitive. Many downsized employ-
ees have reverted to temporary work. In March 2014, about 2.8 million work-
ers were currently in temporary or contract positions.!” Susan Houseman, senior
economist at Upjohn Institute for Employment Research, says this current pat-
tern of hiring temporary workers does not fit the historical norm. “It’s typical for
temporary hiring to rise initially as the economy recovers, before businesses are
ready to commit to hiring full-time employees. Right now we’re seeing something
interesting. We’ve seen it surpass its previous highs, so it looks like there could
be a structural shift going on, too. There’s a reason to believe we might see some
increase in the use of temporary help in general.”!®

There is little doubt that major changes will continue to take place in our so-
ciety during the coming years, and continuing change will challenge every person
In every organization.

2 Explain the demands
and rewards of being

a supervisor. If managers and their organizations are to survive, managers at all levels will

be at the forefront of planning and coping with trends, factors, and problems
Supervisors , requiring attention and more effective management. This book focuses primarily
First-level managers in charge he fi . f hich i Il lled th . level
of entry-level and other on the first tier of management, which is generally called the supervisory level, or
departmental employees supervisory management. Supervisors are first-level managers who are in charge
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of entry-level and other departmental employees. In The Effective Executive, the
management authority Peter F. Drucker defined an executive as “any member of
the organization who makes decisions that materially affect the capacity of the
organization to perform and obtain results.”!® Figure 1.2 is a tribute to Drucker
and presents an overview of his thoughts and ideas.

FIGURE 1.2 A tribute to Peter F. Drucker, father of modern management

Peter Drucker was a writer, teacher, and consultant specializing in strategy and policy
for businesses and not-for-profit organizations. He wrote for most of the contemporary
business publications and authored books that set the foundation for this and

other texts.

Drucker was born in 1909 in Vienna and was educated there and in England. After work-
ing as an economist for an international bank, Drucker came to the United States in 1937.
He began his teaching career at Bennington College, taught for more than 20 years at the
Graduate Business School of New York University, and was Clarke Professor of Social Studies
at Claremont Graduate University. Its Graduate Management School was named after him
in 1984. To say that he revolutionized business by systematizing the study of management
would be an understatement.

USA Today perhaps said it best: “Peter Drucker, who died Friday, 11 days short of his 96th
birthday, was his own best advertisement for the concept of the knowledge worker, which
he identified more than 40 years ago; those who work with their minds, and thus own their
means of production.”! In 1997, Drucker was featured on the cover of Forbes magazine un-
der the headline “Still the Youngest Mind,” and BusinessWeek called him “the most enduring
management thinker of our time!” In 2002, President George W. Bush honored him with the
Presidential Medal of Freedom.

In the early 1940s, General Motors invited Drucker to study its inner workings. That experi-
ence led to his 1946 book Concept of the Corporation. He went on to write more than 30
books. His books and thoughts are available at http://www.peter-drucker.com/. A few of
Drucker’s comments follow:

- A manager is responsible for the application and performance of knowledge.

- Company cultures are like country cultures. Never try to change one. Try, instead, to work
with what you've got.

- Efficiency is doing things right; effectiveness is doing the right things.

- Ina period of upheaval, such as the one we are living in, change is the norm.
+ Making good decisions is a crucial skill at every level.

» The most important thing in communication is hearing what isn't being said.

» The most efficient way to produce anything is to bring together under one management
as many as possible of the activities needed to turn out the product.

«  Most of what we call management consists of making it difficult for people to get their
work done.

» There are an enormous number of managers who have retired on the job.
- Time is the scarcest resource, and unless it is managed, nothing else can be managed.

- We now accept the fact that learning is a lifelong process of keeping abreast of change.
The most pressing task is to teach people how to learn.

Sources: Bruce Rosenstein, “Visionary Writer Mined the Mine,” USA Today (November 11, 2005), p. B3. Also see William
Cohen, “A Class with Drucker—The Lost Lessons of the World's Greatest Management Teacher,’ AMACOM, 2007; http://
www.peter-drucker.com; http://www.leadertoleader.org. It is hard to select from among Drucker’s books, but | recom-
mend the following: The Practice of Management (New York: Harper Collins Publishing, 1954); The Effective Executive (New
York: Harper & Row, 1964, 1986); Management Challenges for the 21st Century (New York: Harper Collins, 1999); The Daily
Drucker: 366 Days of Insight and Motivation for Getting the Right Things Done (New York: Harper Collins, 2004).

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



8 Part 1: Supervisory Management Overview and Challenges

Most managers and supervisors, whether they are in factories, nurs-
ing care units, business offices, the hospitality industry, retail stores,
or government agencies, realize that authoritarian direction and close
control usually do not bring about the desired results. Managers every-
where will continue to expect supervisors to obtain better performance
from their human resources and to do so in a constantly changing
environment.

In many organizations, much of the supervisory work is per-
formed by individuals who may not officially or legally be
considered part of management. Although these individuals per-
form many of the supervisory functions discussed in this book,
they usually have limited authority and are typically working
supervisors. Other designations for these individuals include foreman/
forewoman, group/team leader, lead person, coach, or facilitator. For
brevity, we use the term supervisor to identify all first-level individuals
who carry out supervisory functions. The concepts and principles dis-
cussed in this text generally apply to such individuals, whom we con-
sider to be managers, even though officially or legally they are not part
of the recognized management structure.

Most people obtain their first management experience in supervisory
management positions. Supervisory work has become more complex,
sophisticated, and demanding, and it requires professional and interper-

© Bettmann/Corbis

Peter Drucker, considered the father

of modern management, contributed
many important ideas about manage-
ment theory and practices that are still

relevant today -

sonal skills.??
Working supervisors Although the systematic study of management has largely been a twentieth-
First-level individuals who century phenomenon—thanks, in part, to Drucker’s contributions—some knowl-
Eifm‘;;‘ig’jggf&ﬁ:g;ﬁf”s edge of the past is helpful when looking to the future. Furthermore, a brief
or officially be part of overview of the major schools, or approaches, to management theories and prac-
management tices can provide some foundation and perspective for the supervisory concepts

and practices presented in this book.

This book is intended for both practicing and potential supervisors, especially
students who see the field of management as one of their career choices. At the
end of this chapter is a “Supervisory Tips” section that helps those who are seek-
ing supervisory or management positions to identify and discuss some important
factors when job hunting. This section includes a number of career tips that are
essential for those aspiring to be supervisors. They probably are vital to almost
any type of career planning, regardless of one’s choice of position or organization.

3 Describe the Schools of Management Thought

contributions of
four schools of Management practices can be traced throughout history. The Great Wall of China,

management the Pyramids of Egypt, the Roman Coliseum, the Eiffel Tower, and the Statue of

thought. Liberty all resulted from the application of management principles. Many early
schools of thought still influence the way people approach the supervisory task.
Although there is no universally accepted theory of management, a common
thread runs through the various theories that have been proposed over the years.
Each theory attempts to answer the question, “What is the best way to manage the
task at hand?” While there is little agreement on the number and nomenclature
of the various management theories, four approaches deserve special mention:
(1) the scientific management approach, (2) the functional approach, (3) the human
relations/behavioral approach, and (4) the quantitative/systems approaches.?!
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THE SCIENTIFIC MANAGEMENT APPROACH

One of the first approaches to the study of management in the twentieth cen-
tury was the scientific management approach, which focused on determining  Scientific management
the most efficient ways to increase output and productivity. Frederick Winslow  approach
Tavl he fath f sci T t. believed th hould pl School of management
aylor, the father of scientific management, believed that managers should plan 1,5 ght that focuses on
what, when, where, and how employees should produce the product. He felt a  determining the most efficient
manager’s job was to perform mental tasks, such as determining the “one best Ways toincrease outputand
’ . 5 - . productivity
way” to do a job. The employees’ jobs, then, would be to perform the physical
tasks of their jobs. To this end, Taylor developed certain principles to increase
productivity.
Taylor believed that many workers did not put forth their best effort and
that, as a result, production often suffered. While observing workers in a steel
plant, Taylor was shocked at the lack of systematic procedures, output restric-
tions among groups of workers, and the fact that ill-equipped and poorly trained
workers typically were left on their own to determine how to do their jobs. Taylor
believed that engineering principles could be applied to make people perform
somewhat like machines—efficiently, mindlessly, and repetitively. By eliminating
choice, operations could be standardized. In brief, Taylor’s principles of scientific
management include the following:

1. Analyze the tasks associated with each job. Use the principles of science to
find the one best way to perform the work.

2. Recruit the employee best suited to perform the job; that is, choose the person
who has the skills, aptitude, and other attributes to do the job.

3. Instruct the worker in the one best way to perform the job.

4. Reward the accomplishment of the worker. Taylor believed that workers were

economically motivated and would, therefore, do the job the way they were

instructed if rewarded with money.

Cooperate with workers to ensure that the job matches plans and principles.

6. Ensure an equal division of work and responsibility between managers and
workers.

wn

Similarly, other leaders of the early twentieth-century scientific management
movement focused on determining ways to improve productivity through the
systematic study and application of engineering principles. Some of you have
seen the classic version or the 2003 version of the movie Cheaper by the Dozen,
an adaptation of the book of the same name about how the Gilbreths managed
their home. Frank and Lillian Gilbreth pioneered the use of time and motion
studies of job operations, through which efficient ways to perform a job could be
determined and time standards could be developed. These standards would then
be used to improve productivity and to compensate employees appropriately.??

THE FUNCTIONAL APPROACH

In the early 1900s, Henri Fayol, a French industrialist, identified 14 principles
of management that he believed could be applied universally. Some writers have
referred to this concept as the universality of management, which suggests that
basic functions, principles, and their applications in management are similar,
regardless of an organization’s nature. In general, Fayol believed that a manager’s
authority should equal that manager’s responsibility, and that the direction and
flow of authority through an organization should be unified.
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