
Though pagination seems incomplete, all 
available pages were digitized.





LEADER'S GUIDE 

Interviewing & Selection 

INTRODUCTION 

Purpose 

To examine in some detail the three tools which must be used effectively 
to make a sound selection decision: Application, Interview and References. 
Like any tool, they may be used with telling effect and finesse or misused 
and abused. Each has its special contributions, strengths and limitations 
and these considerations will be the main topics of this unit. 

Objective 

Our objective then is to help you gain an appreciation of how these tools 
may be utilized well and to understand both the technical and technique 
(art) dimensions of each. 

Perhaps a good place to start with our session today is to express some 
distinctions which are important to the subject matter at hand. 

Selection 

Employment specialists have a useful concept called the "selection ratio." 
It is the number of qualified applicants available for each job opening. In 
other words it is the "size" of selecting enjoyed or not enjoyed by the · 
employer. If you have only one qualified applicant for one opening, there is 
no selection process. On the other hand, if you have ten qualified applicants 
for one opening, you definitely have a selecting decision to make. More
over, the higher this ratio, the more accurate (predictive) the selection 
decision becomes. This is because comparative analysis and judgment is 
more precise than absolute judgment in evaluating applicants. 

While the training materials we will be using today are developed in terms of 
a given individual applicant, it is important to understand that their use is 
designed for the ultimate comparisons involved in selecting the best 
employee for you. Many firms use a two-step (or more) employment 
process. 
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Screening 

The first step (before selection) is usually referred to as "recruitment
screening." This first step is to determine realistic qualifications for job 
success (job specifications), communicating them effectively to the target 
applicant audience (pool) and then screening applicants into two groups: 
those who are qualified (meet specifications) and therefore enter the selec
tion step, and those who are not qualified (do not meet specifications) and 
are disqualified or rejected. The screening decision is relatively simple and 
quick to perform - and is based upon absolute analysis. The applicants' 
qualifications either match or exceed each job specification entry ("in") or 
do not ("out") . Most screening decisions may be made without an interview 
(evaluate resume, completed application, required references, etc.). 

While some smaller and intermediate size firms combine the screening and 
selection steps, we believe it is important to point out the distinctions 
noted. For example, when the screening-selection steps are combined, it is 
still possible to separate the two processes by devoting initial analysis and 
evaluation of the application and the interview to simple screening judg
ments and thereby terminate further time and efforts with "screen-outs." 
Similarly selection may be expanded into several steps and the employ
ment selection process structured accordingly. Here is a typical example: 

1. Screening (applications, resumes) - Personnel Department trainee 
2. Selection I - Employment Interviewer 
3. Selection II - Supervisor of Position 
4 . Selection Ill - Manager of Supervisor 
5. Final Selection - Supervisor integrates findings from others, decides 

Obviously, at each step or stage of this process, the field of "best" can
didates is narrowed down by more precise , multiple comparisons. Again, 
this distinction may help you in deciding on the steps or strategies you may 
wish to use in arriving at your own hiring decisions. By sorting or " staging" 
your applicant comparisons you may be able to both simplify and sharpen 
the comparative judgments involved. Evaluation sorts may be made in terms 
of "whole individuals": 

Pile 
1 

(Exceptional) 

Pile 
2 

(Above Average) 

2 

Pile 
3 

(Good) 

Pile 
4 

(Qualified) 



Or, in terms of critical qualifications: 

Education 

Pile 
1 

Relevant Work 

Pile 
1 

etc. 

Pile 
2 

Pile 
2 

But, more about evaluation procedures, later. 

The Application 

Pile 
3 

Pile 
3 

Pile 
4 

Pile 
4 

It is our view that a deliberate, careful and detailed review of the application 
is the cornerstone for effective interviews. You are the sleuth or detective 
and the application is the mystery story: it has a plot and sub-plots, major 
characters and minor characters, full-truths and half-truths, hidden truths 
and falsities. It tells some of the story but not all the story and it has its share 
of the mysterious. 

The application is also a test: a test of understanding directions and re
sponding appropriately to them; a test of how well one can organize and 
express ideas and experiences in writing , a test of basic grammar, syntax 
and spelling. Vocabulary level, demonstrable use of specialized language, 
terms or jargon associated with particular occupation skills and an oppor
tunity to sell oneself are also part of the test. 

In short, it is loaded with cues and clues - what one writes, how they write 
it and why they do so. A skilled employment specialist can develop an 
uncanny (highly accurate} profile of an applicant prior to interviewing. You 
can too, with practice and appreciation for its self-disclosure potentials. 
In fact, many scientific studies over the years have shown that the well
constructed application form (including a biographical section} is a better 
predictor of professional work than is the interview, or test results , or 
grade-point average, or anything else. It also predicts turnover better than 
any other single information device. 
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What we are emphasizing is that a careful review and analysis of the appli
cation will provide the basic questions or probes for screening decisions 
and interview probes. The example application included in your materials 
has the following format: 

General History 
Educational History 
Work History 
References 
Personal Interests and Activities 

It is best to read through the entire record for initial impressions, questions 
and curiosities: Write them down! Then re-read the application very care
fully and compare information items for continuity or "flow"; for reason
ableness, for life style, and for likely work attitudes and habits. Even such 
characteristics as impulsiveness or poor emotional control may be 
signaled by strike-outs or crossed-out words; use of profanity or emotion
ally loaded words or phrases, failure to comply with the directions 
(information requested) or many omissions, frequent use of exclamation 
marks (!), etc. Too, you need to go "behind" the data. For example, the 
response to "what hobbies or other leisure activities interest you?" is 
"Reading, writing". How much of it is interest? How much activity? What 
kinds of reading - broad or specialized? Intellectually challenging or 
"escape" literature?, etc. What do these kinds of clarifications add to or 
detract from your emerging profile of the applicant? What is the likely 
meaning and implication for work?, etc. In other words, each item in the 
application is, by itself, a potentially important or revealing clue to addi
tional information as well as having some relationship with every other item 
in the application. It is this analysis and sleuthing which will enable you to 
develop a very astute interview plan: Probes (questions) to develop, clari
fications needed (confusing responses), comparisons to make (item 
versus item), challenges to meet (erroneous data), etc. Write them down 
and you have your blueprint for interviewing. 

(REVIEW EXAMPLE APPLICATION) 

The Interview 

The interview is a transaction involving getting information and giving 
information. It also has "P.R. " aspects. 
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Its purpose is to make a realistic decision; for the interviewer (predic
tion), and for the interviewee (self-selection). 

The interviewer's decision is usually comparative - depends upon the 
number and quality of interviewees. 

The Interviewer - Needs 

1 . Objectivity (not emotional involvement) 
2. A style (hook-up and polish your own) 
3. Skills 

Social 
Communication 
Analytical 
Interpretive 
Decision-making 

4. Job knowledge 

Basic Concepts 

1 . Complexity of human beings 
2. Individual differences 
3. Whole person evaluation 
4. Interpreting data 

Key Interviewing Dimensions 

1 . Personal characteristics 
2. Opportunities to learn (education, experience) 
3. Mental ability 
4. Interests 
5. Work history 
6. Home and family background 

(This one should be discouraged as far as direct questioning is 
concerned.) 

7. Educational history 
8. Employment history 
9. Present personal status (Avoid direct questions) 

10. Self concepts 
11 . Emotional adjustment 
12. Approach to work (life style) 
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(SEE "INTERVIEW STEPS - CHECK LIST") 

Techniques of Obtaining Information 

1. Listening actively 
2 . Observations 
3. Follow-ups 
4. Reinforcements 
5. Bodylanguage 

Common Pitfalls in Interviewing 

1. Advice giving 
2. Arguing 
3. Halo: Positive, negative 
4. Stereotyping 
5. Projection 
6. Prejudice 
7. Past associations 
8. Personal needs · 

(SEE "DO'S AND DON'TS OF INTERVIEWING) 

Steps in the Interviewing Process 

1. Preparation - planning 
2. Interview notes 
3 . Climate - atmosphere (psychological) 
4. Climate - setting (physical) 
5. Establishing rapport 
6. Beginning the interview 
7. Types of questions 

- lead 
- indirect 
- direct 
- probes 
- echo 
- pause 

(SEE "SELECTION - INTERVIEWING'') 
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Comments and Their Role in the Interview 

Types: Pat-on-the-back 
Playing down unfavorable information 
Empathy 
Non-verbal communication 

Selection and Interview - Highlight (Exhibit) 

Terminating the Interview 

''Closing Out the Interview - Early'' (Handout I) 

1. This is just as important as starting the interview because most super
visors are very uncomfortable about ending a selection interview without 
offering a job. 

2. Tactfully closing the interview will help the supervisor in recruiting be
cause a "good" closing will make a good impression on the applicant. We 
never know who the applicant is going to talk to - maybe to the "ideal" 
candidate for the position. A high percentage of qualified candidates are 
attracted to organizations and jobs because of the operation's reputation. 
"It's a good place to work," "I didn't get the job but I liked the people I 
met there." These statements from a candidate who interviewed for a 
job but didn't get it are not uncommon and reflect a tactful, professional 
"closing" of the interview. 

Evaluating the Candidate 

1 . Can do job? 
2. Will do job? 
3. Get along with people, how? 

Profile: Good Performing Non-Supervisory Employee (Handout II) 

Profiles are used to help the supervisor decide how close the candidate's 
own natural personality and attitudes "fit in" with the demands of the job. The 
closer the personality and attitudes blend with the job content, the happier 
the candidate will be with what is considered good job performance. There is 
no such thing as a bad job ... just the wrong people doing them. The fact that 
a person does not "fit" the profile does not mean they can't do the job well. 
What it means is the person's natural personality and interests are different 
from the demands of the job. Therefore, over a period of time they may 
become dissatisfied with their job or position. We know that people who are 
dissatisfied with their job tend to perform less well than those who like what 
they are doing. 
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Profile: High Performing Supervisor (Handout Ill) 

As you can see, the Supervisory profile is quite different from the non
supervisory profile. While these differences may not be as important to the 
supervisor's effectiveness and happiness in a management role at the first 
line supervision level, the personality of a supervisor becomes very signifi
cant the higher this person moves up in an organization. The demand of the 
job, span of control, "people" problems and the like indicate that supervisors, 
without these characteristics, have to do a lot of things that go against their 
natural interests and inclinations. This makes the job harder and many be
come unhappy or dissatisfied with their supervisory role after awhile. 

Interview Steps - Check List (Handout IV) 

The outline is designed to help you ask the right questions in the proper 
order. You will notice the flow of the interview is set up to get at the can
didate's most recent experience and work backward in time. This is done 
for two reasons: 

1 . Starting with "now" and moving into the past makes it easier for people 
to remember things. 

2. It is harder for the candidate to misrepresent or make a false "good" im-
pression when they are going backward in time. 

You will note that some areas of questioning are starred (asterisk*). This 
means direct questioning by the interviewer on these topics is unlawful or 
highly emotional and should be avoided. 

References 

It is our view that the face-to-face or telephone reference checks tend to be 
far superior to the written request, both in terms of amount of information and 
reliability of information. As such, it represents a mini-interview (of a "third 
party"). Therefore, like the interview, conscientious preparation and skillful 
communication are important. It is also our view that the applicants' previous 
supervisors / managers are generally the most important references. While 
it is sometimes difficult to contact such persons, a resourceful effort and / or 
ingenious tactics usually pay off. There is really no substitute for the "horses 
mouth"! 
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Assuming you have made a successful contact, we have found the follow
ing format to be useful: 

1. Make sure your informant has the time and willingness to talk with you. 
If not, arrange another time. If informant seems wary or aloof, gain 
rapport by "selling" or inviting them to share your "dilemma," etc. 

2. Obtain corroboration or disconfirmation of factual data. Assure con
fidentiality! 

Dates, rates, titles, etc . 
3 . Probe for strengths, weaknesses {problems} and developmental needs 

{in that order}. 
Share your impressions, hunches and data with informant in order 
to aid them; to draw-out, to foster mutual dialogue and "problem 
solving." "Do you recall {applicant's} last performance review?," 
etc. 

4. Solicit informant's views of what would be an ideal placement for the 
applicant at this time. 

Here too, share your data and encourage mutual dialogue. Com
pare agreements/ disagreements in terms of data disclosed or 
provided by applicant. 

5. Query for reasons {real} for leaving this employment. 
6. Thank reference for aiding you in determining a decision that is 

important to both you and the applicant {"good deed" closure}. 

In some instances you may feel that a reference's information is too bland 
or innocuous, possibly misleading or phony, not very informative, etc. Ask 
such references if they could recommend another reference familiar with 
the applicant {and usually in the same organization}. Follow-up these 
reference leads if necessary. 

While many employers tend to be cynical about reference information, we 
have found that careful planning and development of these resources 
adds immeasurably to the ultimate profile of the applicant. Reference 
persons want to tell the truth and want to help in a constructive way. Their 
perspectives are generally quite objective and ethical. It is up to you to 
tap this resource effectively and to aid them in sharing their perspectives. 
Sharing yours with them {dialogue} is much preferable to an "interrogation" 
approach. 

Conclusions 

Application - Interview - Reference Checks 
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HANDOUTI 

Closing out the Interview - Early 

Situation A. The candidate lacks some concrete qualification(s) for the posi 
tion such as a certain type of educational or training backgound, licensing, 
work experience, knowledge of procedures, equipment and the like: 

Interviewer's action 

1 . Briefly question the applicant as to work history quickly going over each 
job, including part-time. 

2. Briefly question applicant as to education and / or training related to the 
job. 

3. Briefly ask the candidate's career interests. 
4. Give "sales pitch" on your organization and department hitting on the 

following areas that apply: 

• Salaries 
• Benefits 
• Growth of organization and departments 
• Equipment 
• Career opportunities 
• Interesting or exciting projects 
• What makes your organization / department better than competitors or 

at least unique 
• The people who work for your organization / department 

5. Tell the candidate that the particular position "does not meet his / her 
particular qualifications." 

6. Close out the interview by saying "I'd like to have the opportunity to keep 
your application / resume in our active file. You never know when a posi
tion / job will open up that fits your qualifications; it may be tomorrow, it 
may be a month from now. If it happens a month from now I'm sure you 
will have a job someplace else, but it can't hurt to try. Thank you very 
much for coming in to talk to us." 

Situation B. The candidate may or may not have the concrete qualifications 
for the job. But, the problem is that for some reason that you would rather 
not discuss with the applicant you aren 't interested in proceeding with the 
interview. 
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Interviewer's action 

1. Same 
2. Same 
3. Same 
4. Same 
5. Close out the interview by saying "I have several other candidates to 

interview for this position (optional) and I want to review your qualifica
tions with the other supervisors and / or Boss. If we have any reason to 
discuss this position with you further, we / personnel will contact you by 
date _______ time________ If we don 't call you , 
let us take the opportunity to keep your application in our active file . 
You never know when a position / job will open up that meets your quali
fications ; it may be tomorrow or 6 weeks from now. If it happens 6 
weeks from now, I'm sure you will have a job somewhere else, but it 
can't hurt to try. Your telephone number is (read it back to them) and 
you can be reached there? Thank you for coming in to talk to us today." 
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HANDOUT II 

PROFILE 
GOOD PERFORMING NON-SUPERVISORY EMPLOYEE 

Mental Ability - High 

Personality Makeup 

Active -High 

A quick learner, understands verbal instructions with 
little difficulty, able to easily pick up straightforward, 
routine, well-structured work duties. 

Moves and works quickly, restless when nothing to do. 
Likes to be "on the go," speaks, walks, eats rapidly, 
even when these activities do not require speed. 

Physically Active - High 

Independence -

Dominance-

Tension -

Is physically strong and inclined toward activities that 
will use some energy to accomplish. Enjoys partici
pating in sports, using tools, outdoor activities and the 
like. Is physically strong enough to maintain high per
formance under high work pressures and long hours. 

Low 

Tends to be a follower rather than a leader, not 
especially competitive, has little ambition to stand out 
from the crowd or be an individualist, does not act 
impulsively or on the spur of the moment, tends to 
"hang in there" when the going gets rough, and will 
go along with the group on a decision. 

Low 

Little interest in seeking positions which will give con
trol over the actions of other people, not motivated by 
the idea of moving into supervisory positions requiring 
initiative, authority and responsibility, does not enjoy 
taking charge of or persuading other people. 

Low 

Has an even disposition, not inclined toward being 
either excitable or moody and depressed, does not 
worry excessively or bring problems from home to 
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work. Is not easily distracted by noise or activities of 
others at work. Tends to remain calm under day to day 
work pressures and crises. 

Friendliness - High 

Serious Minded 

Enjoys the company of others, makes friends easily. 
Is sympathetic, cooperative, friendly and agreeable in 
dealing with others. Is generally friendly toward people 
and enjoys talking to them. 

Takes job seriously, is usually quiet and likes working 
alone. Enjoys job that requires accuracy and enjoys 
detail. Not easily distracted from the job by being 
overly talkative or friendly to other people. Tends to be 
task rather than goal oriented. Has a very high level of 
concentration on own tasks and usually resents inter
ruptions. Usually not aware of what is going on around 
him or her except as these situations affect a specific 
work task. May be embarrassed by praise from boss 
in front of others as this type of person feels "a good 
job speaks for itself. " This is the introverted person
ality. 
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HANDOUT Ill 

PROFILE 
HIGH PERFORMING SUPERVISOR 

In order to better screen candidates for supervisory positions, either as a 
promotion from within, or people drawn from the outside, the following outline 
will be useful to you in selecting the best person for the job: 

Mental Ability: 

High Learning Speed: The ability to easily handle day to day routine 
administrative details as well as the technical aspects (if any) of the 
job. 

High Perception: The capability of dealing with the more complex, non
routine problems facing the supervisor including personalities, 
politics, attitudes, misinformation, complex or unexpected technical 
problems and the like. In general, this part of Mental Ability deals with 
the non-routine, "GRAY" areas of the job. 

High Practical Creativity: This is the "common sense" area of mental 
ability which allows a person to come up with new, but practical ways 
of handling problems based on experience and good judgment. 

Personality 

Above Average - Outgoing: Enjoys recognition for supervisory rather than 
technical accomplishments. Likes to be in the limelight. Motivated by 
need for supervisory recognition. Tends to be a little impulsive and 
idealistic. 

High Decisiveness: The ability to make decisions quickly on major or 
routine problems. 

Temperament: Sets high but realistic goals for self and other 
employees. Enough of a temper to make irritation known to others 
when things are not going well, but not too high to lose control. A 
tendency to be somewhat stubborn and independent enough to 
stick with own decisions. 

High Openness: Is inclined to be open and frank in expressing opinions 
or ideas. Not an evasive person. 
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Somewhat Above Average - Tension: Anxious enough to keep pulling 
when the going gets rough but not enough to cause excessive worry 
or freezing up under pressure. 

Somewhat Below Average - Tolerance: Flexible enough to change and 
listen to employees, but firm enough to take action in dealing with 
employees in an objective way. 
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INTERVIEW STEPS 
CHECK LIST 

1. Establish name and preferred nickname. 

HANDOUT IV 

2. Small talk for only a couple of minutes. How did you hear of the organiza
tion? 

3. Job Qualifications and Objectives 
a. Where working now & present position. 
b. Skills. 
c. Equipment: machines can operate. 
d. Training: what, where and when? 
e. Why do you want to leave? 

* f. Union worker: Non-union organization. 
g. Pay- type - present job. 
h. Like about present job. 
i. Dislike about present job. 
j. Pay desired. 
k. Career objectives. 
I. Why are you interested in this job? 
m. Who do you report to, who reports to you. 
n. Boss' strong points & areas for improvement. 

4. Work History: Start with most recent job and work back. 
a. Title and responsibilities on each job. 
b. Salary. 
c. Who do you report to, who reports to you. 
d. Like/ Dislike about job. 
e. Reasons for leaving each job. 
f. Bosses strong points and areas for improvement. 
g. U.S. Military Service (and discharge*). 

5. Educational Background: 
a. High School. 
b. Colleges attended / if applicable. 
c. Curriculum studies. 
d. Extra-curricular activities. 
e. Offices held. 
f. Grades. 

* 6. General Background: 
a. Born and raised in what part of country. 
b. Brothers and sisters (ages); occupations. 
c. Father's occupation, Mother's occupation. 
d. Married - single - children, rent, own home. 
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e. Debts. 
f. Health - self, family . 
g. Age. 
h. Childhood events. 

7. Strong Points/ Weak Points. 
8. "How Would you Handle this Situation"? 

* 9. Any Worker's Compensation or work related injuries? 
a. Doctor's care 
b. History of accident(s) 

10. How long do you plan to work? 
11 . Time off work. 
1 2. Interests 
13. Give general information about your organization / department job. (if 

applicant is suitable, give brief "sales pitch.") 
14. Zero in on particular job and responsibilities for which he or she is inter

viewing. 
15. Terminate interview. 

*CAUTION: Direct questions about these subjects may constitute 
illegal pre-employment inquiries. 

NOTES 

17 



Interviewing and Selection 

Keep in mind that in order to hire a person, you have only three (3) sources 
of information at your disposal: 

1. THE APPLICATION 

2. THE INTERVIEW ITSELF 

3. REFERENCE CHECK 

The purpose of this course is to highlight for the participants key concepts 
in the above topics. Each of these areas can be critical in the overall place
ment process. 

In order for you to select proper personnel you must use each three of the 
above with skill. 

Again, each method is critical · and you must be prepared to spend time 
learning to use each to your advantage. 

Remember, your overall success or failure as a supervisor will be directly 
dependent upon the employees that you have working for you. The right 
people, placed in the right positions and properly managed, will help guar
antee your success and the success of your department. 

The Application 

It is true that there is a limited amount of information on a person's written 
application. However, each piece of data provided by the application gives 
the interviewer a distinct information source. The advantage in having this 
information is that the interviewer has a chance to prepare in advance for 
the interview itself. 

A brief review of a sample application may well demonstrate this point. 

Interviewing 

The right kind of employee can be your greatest asset and the wrong kind 
can be your greatest liability. The ultimate goal is to get the right person in 
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the right job and to have an adequate number of employees capable of 
"moving up." Since your department will be only as good and its future only 
as secure as its personnel, the importance of personnel selection and 
development cannot be over-emphasized. 

Interviewing itself is probably one of the most complex and difficult aspects 
of selection . Of all the components of the selection process , the interview 
is that aspect that is most easily botched up. Statistics have shown us 
that: the interview probably is the least well understood of all the parts of 
the selection process. It is potentially the most powerful tool at your dis
posal, notwithstanding tests, background information , experience and per
formance data. 

People are very complex and unfortunately, there is no simple method for 
appraising them . Learning how to interview is a little like learning a new 
game or activity. One can learn under the direction of a professional or on 
their own. Seldom do the people who learned on their own develop the 
same proficiency as one who has been formally taught. 

What is An Interview? 

An interview differs from an ordinary conversation in that it is usually more 
direct and purposeful. The interview is usually a mutual affair with each 
person expecting to benefit from it, to get something out of it. 

Importantly, the selection interview is a vital employment contact between 
an organization representative and the applicant. The applicant's initial, and 
possibly the lasting image of the organization, may be largely determined by 
the impression created by the interviewer. If the picture in the eyes of an 
applicant is negative, it may influence this person's reaction not only as one 
applying for work, but as a user of its services or products, a reference 
source for other candidates for employment, and as a complainant to 
governmental agencies about unfair and discriminatory employment practices-. 

A selection interview aims at a decision on hiring or not hiring the applicant. 
Counseling and appraisal interviews are aimed (or should be) at making 
some other decisions and actions. The selection interview asks: To what 
extent does the candidate have the basic abilities, education and training, 
work experience , and other qualifications to perform in an acceptable 
manner? What satisfactions will the person gain from the job and the progress 
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or lack of progress made? How will the candidate fit in with the other 
employees and the kind of work atmosphere which exists? In what ways will 
the candidate's likes and dislikes, interests and inclinations mesh with those 
of other employees? 

Another purpose of the selection interview is to give the applicant informa
tion about the job, the requirements to be met in the organization, its poli
cies and practices, the people with whom the candidate will work, and the 
benefits. There should be give and take in the interview, with both parties 
willingly imparting information which is of interest to the other in arriving at 
an employment decision. 

To conduct an effective interview, the interviewer must, therefore , have a 
good understanding of the principles governing the conduct of the suc
cessful interview. 

Benefits from Effective Interviewing 

1) Higher average level of performance 
2) Greater flexibility in promotions 
3) Decreased learning time for new employees 
4) Decreased requirements for supervision 
5) Greater employee interest in and application to the job 
6) Decreased turnover 

References 

It has been found that the face-to-face or telephone reference check tends 
to be far superior to the written request, both in terms of amount of informa
tion and reliability of information . As such, it represents a mini-interview 
( of a "third party" ). Therefore, like the interview, conscientious preparation 
and skillful communication are important. It has also been found that the 
applicant's previous supervisors/managers are generally the most important 
references. While it is sometimes difficult to contact such persons, a re
sourceful effort and/or ingenious tactics usually pay off. There is really no 
substitute for the "horses mouth" ! 

Assuming you have made a successful contact, the following format may be 
useful: 

1. Make sure your informant has the time and willingness to talk with you . 
If not, arrange another time. If the informant seems wary or aloof, gain 
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rapport by "selling" or inviting them to share your "dilemma," etc. 
2. Obtain corroboration or disconfirmation of factual data. Assure con

fidentiality! Dates, rates, titles, etc. 
3. Probe for strengths, weaknesses (problems) and developmental needs 

(in that order). Share your impressions, hunches and data with informant 
in order to aid them, to draw-out, to foster mutual dialogue and "prob
lem solving." "Do you recall (applicant's) last performance review?," 
etc. 

4. Solicit informant's views of what would be an ideal placement for the 
applicant at this time. Here too, share your data and encourage mutual 
dialogue. Compare agreements - disagreements in terms of data dis
closed or provided by applicant. 

5. Query for reasons (real) for leaving this employment. 
6. Thank reference for aiding you in determining a decision that is 

important to both you and the applicant ("good deed" closure). 

In some instances you may feel that a reference's information is too bland 
or innocuous, possibly misleading or phony, not very informative, etc. Ask 
such references if they could recommend another reference familiar with 
the applicant (and usually in the same organization). Follow-up these 
reference leads if necessary. 

While many employers tend to be cynical about reference information, 
careful planning and development of these resources adds immeasurably 
to the ultimate profile of the applicant. Reference persons want to tell the 
truth and want to help in a constructive way. Their perspectives are gener
ally quite objective and ethical. It is up to you to tap this resource effectively 
and to aid them in sharing their perspectives. Sharing yours with them 
(dialogue) is much preferable to an "interrogation" approach . 
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THE INTERVIEWER 

One of the biggest "hangups" managers have is getting so emotionally 
involved with an applicant that they can no longer see the person in an 
objective fashion. All too often the selection decision is made on the basis 
of the fact that the candidate is "nice" rather than objectively looking at the 
individual's potential for growth and performance on the job. 

The demands imposed on an interviewer may conflict with each other or 
with his or her own preferences. One is expected to be cordial and friendly 
in manner, but coldly analytical and objective in judgment. The interviewer 
should always be responsive and attentive to the needs and feelings of 
the applicant. The competent interviewer learns to play the interviewer role 
confidently and free from anxiety. He or she also realizes that although 
emotion is part of the process, the relationship must be a professional 
rather than an intensely personal one. Even experienced interviewers find 
that the emotional components are sometimes more troublesome to deal 
with than the intellectual ones. The art of interviewing requires that one acts 
convincingly and authentically, but directs their feelings and needs to the 
task at hand . You must be "real" and "genuine" but still retain some aloof
ness or emotional distance from the candidate. Otherwise, you may distort 
your own judgments or exploit the candidate unfairly. 

Style 

Interviewing style in large part depends on one's individual style in meeting 
and dealing with people. Some people are very open and friendly in new 
social situations - always ready with a good story or a comment. Others 
are more restrained and formal with people. No one should say one of these 
interpersonal styles is more correct than the other; and no one should say 
that one interviewing style is superior. The interview is not the place to 
change one's style of dealing with people - even if one could. An 
interviewing style should be the same as the interviewer's normal 
method of meeting and dealing with people. 

Skills 

There are four major categories of skills an effective interviewer needs to 
possess or develop: 
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• Social skills 

• Communication skills 

• Analytical and interpretive skills 

• Decision-making skills 

Some people are fortunate to acquire, naturally, good skills. However, most 
people have to work hard to learn these skills. 

Job Knowledge 

While you are all managers and have an understanding of your particular 
organization, position responsibilities and the demands placed on an indi
vidual, you must be able to verbalize these to the applicant. You must also 
understand the relationship between the individual whom you are interview
ing (who has had virtually no contact or experience with your operation) and 
how the candidate fits into the needs of the particular position. 

Ideally, you should know not only about the specific job under considera
tion, but other jobs in your organization that might be related to that job. You 
need to know a good deal about the environment of the department, the 
organization, and the industry or sector where the candidate may work and 
develop a career. Further, you must be aware of the larger culture or 
society, both local and general. You must know the job requirements and 
the environment in which the prospective employee is expected to survive 
and flourish. 
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BASIC CONCEPTS 

Human Aspects 

"What makes an individual tick?" 

Despite the number of people who have their individual answers to this 
question, this is by no means an easy task if one is to make effective use 
of the answers. All people differ and generalizations which work in certain 
cases would be far from true in others. A human being is infinitely complex 
and is constantly undergoing change. 

You should be aware of individual differences in talents and traits. You need 
to understand how people learn and how they develop or mature. We must 
develop norms of behavior so we can judge if a person has an average 
amount of some talent or trait. For example, is he bright enough? - is he 
too bright? - is he a very hard worker? - or lazy? - how does this indi
vidual compare with other typical candidates or employees in respect to 
important characteristics? Also, you need to understand the candidate as 
an individual with his own unique make-up. You must be able to explain this 
uniqueness in order to predict his future. 

The interview is an emotional experience for both parties. One needs to be 
aware of the emotional components of the relationship as it is to build up 
during the interview just as much as one is aware of the emotional impli
cations of the interview content. 

The interviewer must recognize that the interview is not a sample of the 
candidate's normal behavior. The peace and quiet of the interviewer's 
office may bring out in a person 's behavior tendencies quite different from 
those that will be shown while performing on the job. 

The interviewer should understand that applicants bring to the interview 
their own needs, including the needs for acceptance, recognition, and 
achievement. The candidate faces both opportunity and danger in the 
interview. The candidate has the chance to secure a job or career and 
perhaps a higher level of success than yet experienced. Also faced is a 
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situation that raises anxiety which may result in a loss of self-esteem or 
feelings of failure . 

The essential problem in personnel selection is understanding the indi
vidual as a "whole." If you can view the total individual, you are in a posi
tion not only to predict performance on a specific job, but to make a reliable 
estimate of the individual 's potential for growth. 

In interviewing, you should learn to search for what the true motivators 
are in an individual's life , to find what his "button" is , the thing that will act 
as a "turn on ." 

Dr. Frederick Hertzberg has studied motivational factors in work and 
careers. He differentiates motivators from maintenance factors. Whereas 
motivators cause a person to be productive, maintenance factors merely 
prevent dissatisfaction . He sees five motivators: the work itself, achieve
ment, recognition , responsibility, and advancement. Five maintenance fac
tors are: organization policy and administration, supervision, salary, inter
personal relations , and working conditions. 

Hertzberg might say that a good salary and pleasant working conditions 
help keep a person from being dissatisfied but do not motivate him to work 
hard. A person is likely to work hard at tasks that he finds very interesting. 

It should be kept in mind, however, that there are certain levels of com
pensation , benefits and working conditions which are absolutely necessary 
for any individual to be satisfied. It won't do any good to underpay an indi
vidual and expect that person to be happy and motivated on the job. People 
need adequate levels of compensation and decent working conditions 
before the motivational aspect of the job itself can take hold. These needs 
(pay, benefits , etc .) vary from each group and function. 

One needs to realize that people have many strongly reinforced habits and 
attitudes and that these are not likely to change unless there is an environ
ment or condition that forces these changes. Current thinking is that 
people will change at age 14, 20, 30, 40, 50, 60 and 80. The main dif
ference with the person older than 20 changing is that the direction is 
probably more predictable. The percentage of the older population chang
ing is smaller, and the change in behavior and attitudes will probably take 
place over a longer period of time. While traits remain fairly constant, how
ever, human beings are very likely to change their behavior, particu
larly in our complex society. 
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In the inteview, you are seeking to discover what it is the person has 
learned to be during their life, to date. 

In interpreting information, one learns to recognize that patterns of behavior 
sometimes reflect unconscious or unspoken motives, rather than obvious 
ones. As with an iceberg, there is much more below the surface than 
there is above, and we cannot always perceive clearly the shape and mass 
of the underwater or unconscious material. One should also recognize that 
there are layers or depths to the analysis of an individual, analogous to the 
skin of an onion. You can peel an onion, stripping away successive layers 
of the surface until the onion disappears. With an individual, you are not 
so much concerned with attempting an analysis in depth as you are in 
predicting how the person will behave. Therefore, you are not necessarily 
concerned about fundamental forces that may affect that person's inner 
life, except to be aware that there are many things that we will never know 
or understand about a person. The deeper the level of analysis , the more 
speculative it is: In your approach you should avoid "psychoanalyzing" 
the candidates. Most of us are not qualified to do so. 

As with any two people confronting each other or facing a common task, 
an affective or emotional bond develops. The interviewer must be aware 
of the emotional overtones of the relationship as it develops, keeping them 
at an appropriate level of intensity and quality. 

Key Interviewing Dimensions 

The following interview dimensions can provide managers with a picture 
of an applicant's potential by assessing: personal characteristics and 
opportunity to learn, mental ability and interests. These are key fac
tors in determining an applicant's eligibility for any position and are deter
mined by probing into the above areas. Government regulations have 
restricted much of what can be asked legally. 

Personal Characteristics 

This refers to height, weight, appearance, health and the like. These things 
are usually not significant in determining a candidate's suitability for a job 
but when deviations are extreme they can become a factor. To be a factor, 
these personal characteristics must have a significant, adverse impact 
on an individual's ability to do the job. Specifically , any limitation imposed 
must be shown to be a Bona Fide Occupational Qualification (B .F.O.Q.). 
For example, many recent court cases have rejected organizations' prac-
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tices of having height, weight, sex, age, medical, arrest records and other 
types of job restrictions because these were ruled to be discriminatory and 
not job-performance related. 

Opportunity to Learn 

Many selection errors are made by confusing opportunities to learn, through 
education and experience, with the ability to perform. Completion of 
secondary school doesn't mean the individual can handle even addition and 
subtraction adequately; a college degree in business administration doesn't 
make a businessman; ten years with a medical center doesn't make a good 
nurse. Education and experience merely represent exposure and must be 
treated as such if errors are to be avoided . 

We have opportunities to learn two types of things which are job significant. 
On the one hand we can learn knowledge, skill and ability - the typist 
learns to type, the sales correspondent learns the product line . On the 
other hand, we have opportunities to learn attitudes - ways of thinking, 
understanding, and behavior tendencies - which are usually of greater 
importance in determining job success. At higher job levels attitudes are 
certainly of primary importance. Both aspects of an individual's opportuni
ties to learn must be taken into account in appraising him for a job. 

In evaluating an individual on this factor, education should be thought of as 
the opportunity to learn an organized system of knowledge in a formal 
learning situation. Experience, including not only work experience but total 
life experience, should be thought of as opportunities to learn in an informal 
learning situation. Both education and experience will be treated more 
fully in a succeeding section. 

Mental Ability 

This, fundamentally, is the ability to learn or to bring experience to bear in 
new situations. It is associated with the ability to plan, to deal with abstract 
problems, to comprehend complex situations, and to be analytical in think
ing. In a phrase, it is "brain power." 

Interests 

Interests, simply defined, are likes and dislikes. People are interested in, 
or like, those things from which they derive satisfaction. We tend to put 
more into and to get more from those activities which we like. Thus, an 
individual will tend to perform better on a job which involves activities which 
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are liked rather than on one involving activities from which no personal 
satisfaction is derived. Further, since people tend to gain experience in 
things they like and to like things they do well, interest and ability tend to go 
together. Interest, just as training, should also not be confused with ability, 
but they are related. 

For convenience, interests may be grouped into three divisions: (1) human 
relations, including aggressive/persuasive interests; (2) technical, including 
mechanical, computational and clerical activities; (3) cultural/creative, 
including writing , graphics, drawing and designing activities. 

Work History 

It is usually best to begin with the individual's work history if the candidate is 
experienced or with academic training if there is no prior work experience. 
In most cases, this is a topic which the applicant expects to discuss - one 
with which the individual is very familiar - and it will provide a natural 
transition to topics having more emotional concept. Similarly, it is usually 
best to discuss self-concepts near the close of the session. A suggested 
interview pattern, in order of topics to be discussed, is: employment history, 
educational history, present personal status, and self-concepts . It should 
be borne in mind, however, that the interview pattern is not fixed; it must be 
"tailor-made" to the individual and must flow smoothly. If the candidate feels 
that personal interests are pertinent to the employment history, it would be 
inadvisable to interrupt the person's comments by saying that you have not 
yet reached that point in the interview where interests are to be discussed. 

Home and Family Background 

It is best to leave this area to people who are specifically trained in the use 
of this type of information. 

Educational History 

Academic background should be considered by the interviewer as an 
opportunity to learn - in this case, an opportunity to learn in a formal, 
organized manner. Information as to the nature and extent of the individual's 
educational experiences should not only be thought of in terms of job 
requirements, but should also be related to the person's psychological 
characteristics. 

Where appropriate, determine the schools attended by the candidate, and 
the length of time spent in each one. Lack of prior planning resulting from 
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immaturity and impulsiveness may be the cause of frequent changes in 
schools, especially at the college level. Changing from a difficult college to 
an easier one may be evidence of academic failure, lack of application, or 
unwillingness to compete. It is not uncommon to find a candidate, who due 
to the occupational changes or transfers of his father, has attended many 
high schools. The effects of having had to adjust constantly to new situa
tions and to the loss of friends could affect the candidate's attitude and 
interests. 

The level of the candidate's mental ability can be partially indicated by 
obtaining information about academic grades, ranking in class, etc. It must 
be remembered, however, that poor grades may be the result of factors 
other than mental ability. The uninterested or poorly adjusted student is not 
likely to do well in his academic work. Grades can also be indicators of 
interest, of willingness to apply oneself to the task at hand, and of general 
adjustment to school life. 

It is a good idea to investigate the candidate's favorite and least-liked sub
jects. Liking only one type of subject may indicate a narrow interest pattern; 
liking everything suggests lack of critical judgment. If all or the majority of 
the courses enjoyed most were "easy," lack of application may be in evi
dence. On the other hand, the enjoyment of difficult and varied courses 
may be related to the individual's enjoyment of different types of challenging, 
competitive situations. The interviewer should be especially conscious of 
likes and dislikes when the subjects involved have bearing on the job 
requirements. 

Of considerable importance to the interviewer is an understanding of the 
activities engaged in by the candidate when outside the influence of the 
classroom. Extracurricular activities are related both to interests and to social 
effectiveness, and there is substantial evidence that the well-adjusted person 
participated in them. Broad interests and ability to function with other people 
cannot be minimized in any responsible position, but particularly they cannot 
in most work situations. 

Indicative of the candidate's capacity for effective job performance are 
attitudes toward school, training, instructors, and other students. Does the 
applicant have the capacity to identify positively with an organization? Is 
there respect or evidence of a "sour grapes" attitude toward authority? 
Are there favorable comments to make about associates or a belittling 
attitude? 
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All of the information obtained concerning educational history should be 
evaluated in the light of this basic question, "To what extent has the person 
learned the skills related to the job, attitudes and understandings which 
would contribute to efficiency of job performance?" 

Employment History and Experience 

Work experience, the best predictor of job performance, is also considered 
opportunity to learn various skills and attitudes - in this case, in a work 
situation. As part of the history of a person, it also reflects habitual patterns 
of behavior. Of all the topics, work history will get you in the least trouble 
of violating government regulations. 

An evaluation of work experience has at its base the number of positions 
the candidate has held, the nature of the work, and the length of time spent 
on each job . The implications here are rather obvious. A candidate who has 
worked in jobs closely related to the proposed position may be expected to 
transfer training and, therefore , be more valuable than a person who has 
not worked at all. The candidate who has held many jobs, each for only a 
brief period , may be a "job hopper. " "Job hopping" may indicate excessive 
instability. On the other hand, remaining in a similar position for many years 
without advancement leads one to suspect the person of complacence, 
limited drive , or feelings of insecurity. 

As has been implied, work history must also be investigated from the point 
of view of reasons for leaving jobs. Most people have excellent excuses 
for leaving every position. The incompetent employee, likewise, has good 
alibis . People who cannot accept the fact that they are a poor worker may 
defend their egos by rationalizing. It is the interviewer's responsibility to 
recognize rationalizations for what they are, but one must constantly be on 
guard against terming legitimate reasons rationalizations. Occasionally a 
candidate who has been the victim of a series of unusual circumstances will 
be found. However, having been "burned" several times, most individuals 
will investigate any succeeding job opportunity thoroughly so as not to 
make an additional mistake. 

Advancement, both in terms of salary and responsibility, is an important 
consideration in that it relates to ability to grow on the job and characterizes 
leadership or technical or professional competence. 

An understanding of several basic personality characteristics may often be 
obtained by discussing the methods by which the applicant obtained various 
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jobs. Staging a job campaign, including the use of personal contacts, 
a systematic and active plan for potential employer contacts, phone calls 
to prospective employers, etc. , is usually indicative of aggressiveness, 
drive, and initiative. Lack of these qualities may be found in the individual 
who just sits back and hopes that an employment agency or a friend or 
relative will do the work. Many outstanding persons have never looked for a 
job in their lives, but rather have been sought after. 

The interviewer should usually be able to ascertain what aspects of prior 
positions the candidate liked most and what aspects were liked least. Hav
ing obtained this information the interviewer should relate the findings to the 
requirements of the job at hand. 

Details regarding an applicant's ability to get along with superiors, co
workers, and subordinates, and insights into job attitudes can be obtained 
by the skillful interviewer. By using leading questions and conversational 
"hooks," one can also determine the candidate's reactions to work and any 
difficulties which have been encountered. These facts are possible clues to 
job performance. 

Under employment history the candidate's military service, if recent or if the 
candidate is career military retired, should be covered. This should be con
sidered another opportunity to learn and should be treated in the interview 
as an additional full-time work experience. 

Present Personal Status 

Questions regarding marital status, home ownership, number of children, 
debts and the like should be avoided because of government regulations. 

Self-Concepts 

Questions relating to the candidate's concepts of their strongest and 
weakest points, interests, and goals are distinct aids to understanding per
formance potential. Candidates possess the most complete reservoir of 
information about themselves, and although some concepts may be en
meshed in a variety of defense mechanisms, others will be quite reliable. 
The nature of the answers and the length of time required to formulate them 
give insight into the candidate's honesty and sincerity. A lack of self-insight 
or the inability to expose themselves are characteristic of many emotionally 
immature people . On the other hand, the very reflective, introspective 
people can have some serious misgivings about their personal effective-
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ness and limited self-confidence. The overly objective person may be too 
self-critical by verbalizing many short-comings. 

NOTE: It should be mentioned that the interviewer must be on guard 
against attaching too much significance to any one interview response. 
The interview is an attempt to understand the whole person - the total 
behavioral pattern. Isolated information is meaningless unless it is rela
ted to this overall pattern. 

Emotional Adjustment 

This category is many times related to all the others. Emotionally stable 
people possess self-confidence , maturity , positive but realistic attitudes 
and are neither very excitable nor complacent. They are capable of dealing 
with problem situations without becoming emotionally involved in them, and 
without allowing personal wishes to dominate their behavior. 

I 

Insecure people are prey to many anxieties and to excessive concern 
about themselves . Lack of confidence in themselves adversely affects 
behavior and tends to divert their concern from work to personal problems. 
Insecure people tend to worry excessively, to have wide fluctuations in 
mood, and to be apprehensive. Some people who feel insecure tend to 
retreat from responsibility and from situations in which they might appear 
adversely; others tend to overcompensate for their feelings of inadequacy 
and may become a "bull in a china shop. " 

Approach To Work 

This heading might be called "style of life." Some of us tend to be extro
verted , dominant, aggressive, and outgoing; others of us are essentially 
serious-minded, conservative, conscientious and less willing to take a 
chance. While neither direction is good nor bad in itself, the individual's 
approach to work will have significant bearing on performance in different 
jobs. 

Techniques In Obtaining Information 

In our interviewing techniques, we are questioning the candidate to uncover 
traits or factors that may have relevance to the job to be filled . 

The interview provides two opportunities to obtain information: from listen
ing to verbal statements and from observing the candidate during the inter
view. Both are important and closely interrelated . 
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Listening: During the interview many get so involved in asking questions 
that they don't listen for answers. A symptom of this is when an interviewer 
asks a prearranged question seeking information just volunteered by the 
applicant. 

Listening involves listening for facts and also for other clues. Pauses, 
avoidance of areas, quickness and slowness of response, digressions, 
very general answers to specific questions or failure to answer questions 
are non-factual clues important in accurately assessing the individual. 

Observation: People communicate in ways other than speech. Much can 
be told about the way an individual feels about a subject or an experience 
from non-verbal clues such as physical expression, tone of voice, gestures, 
nervous movements, etc . It is the interviewer's job to observe these non
verbal clues and record them. The task is always a difficult one. No one can 
be an effective observer while thinking about the next question to ask. 

Follow-Up: To be effective, a good interviewer must be responsive to what 
is heard and seen. One should be careful not to jump to conclusions based 
on ambiguous information . A pause prior to answering a question may have 
a number of meanings - or no meaning at all. No conclusion should be 
reached on a single piece of information. An idea should be formed and 
follow-up questions posed to test the idea. Reflecting the emotional content 
of what the applicant says or even echoing or paraphrasing their responses 
may encourage candidates to elaborate further and to explain their statements. 

Timing of the follow-up is important. Some clues from listening or observa
tion should be immediately followed up. Other times, clues may indicate a 
candidate's reluctance to talk about a subject. This subject may be better 
if brought up later in the interview. Delayed follow-up is particularly advis
able when a sensitive subject is detected early in the interview. It is usually 
better to wait until rapport is completely established. Some interviewers 
hold such matters for the very end of the interview. 

Reinforcement: In the interview, reinforcement plays an important role. In 
a sense, you train or condition the candidates to increase certain types of 
behavior, such as spontaneity , by rewarding them with an appropriate 
comment. The interviewer also tends not to reinforce those utterances that 
are less valuable in accomplishing the task. 

Reinforcement also influences your thinking as you approach the task of 
interpreting information about a person's qualifications for a position. 
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Body Language: An important aspect is how the interviewer communi
cates through body language. All humans communicate, often unknowingly, 
with their bodies as well as their mouths. By wincing at a story or fidgeting 
in a chair, a person can communicate a great deal. When the interviewer 
sees such reactions in the candidate he records these as non-verbal clues . 
But candidates also can read body language in interviewers. 

1 . A formal, stiff manner on the part of the interviewer indicates to the 
applicant that this is the way he or she should react or that the inter
viewer is a stiff, formal person. 

2. Leaning back in your chair, or placing your hands behind your head in a 
relaxed manner is another way to say, "Go ahead and talk; I have plenty 
of time and I'm willing to listen." 

3. Leaning forward shows interest and says, "Go ahead ; keep talking ." 

4. Glancing at your watch or the clock in an obvious manner indicates to 
the candidate, "I'm impatient; I've got something more important to do 
and I wish this were over." 

5. Rustling through papers indicates your mind is on other things and not 
on what is being said . 

6. Pushing your paper and pencil forward on your desk (or putting them 
down if they were being held), signifies to the applicant, "The following 
information is 'off the record.' " 

7. Glancing out the window or open door shows a lack of interest and 
concern. 

8. Eye contact means sincere interest. 

Common Pitfalls of Interviewing 

A number of the pitfalls of interviewing have already been implied, and on 
the basis of these, it may be truly stated that the reliability of any inter
view is only as good as the competence of the interviewer and the 
degree to which the objectives of the interview are clearly defined. Com
petent interviewers must make every effort to recognize their own preju
dices, "blind spots," and irrational traits. At the end of the interview you 
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must have sufficient information to be able to make an accurate selection. 
You only get one "crack at the candidate," therefore, any activity which 
tends to limit the amount of information they are going to give you or any 
time wasted is either going to prolong the interview or not provide you with 
enough time to get the adequate information needed to make your selection 
decision. 

Advice-Giving: An interviewer should not turn the interview into a counsel
ing session. Do not volunteer suggestions on job or personal decisions or 
problems. Counseling takes time away from the data-gathering function of 
the interview. 

Arguing: An interviewer should not argue with a candidate. Questioning is 
completely acceptable. Expressing a difference of opinion may be accept
able if done to test a candidate's depth of thinking or conviction in some 
area. Arguing, debating , or having a "heated discussion" is not acceptable. 
It takes valuable time away from seeking information, potentially upsets the 
candidate (thus increasing nervousness resulting in a more guarded attitude}, 
and markedly weakens the interviewer's power of concentration and detach
ment. While an interviewer may completely disagree with a philosophy, 
attitude, or behavior expressed , it should not be shown. More importantly, 
the interviewer should not let these reactions color the objectivity or accuracy 
of other information used in evaluating the candidate. 

Halo: There are many ways in which an applicant may acquire a halo. A 
positive halo may come from significant accomplishments like: 

• Having gone to the right school. 

• Simply because the applicant reminds the interviewer of him/herself 
a few years back. 

• Working for an organization that is highly respected. 

A negative halo can come from a spotty job record, association with acer
tain group, or because the applicant reminds the interviewer of someone 
the interviewer doesn't like. 

Positive and negative halos must be guarded against as they detract from 
the collection of information in the interview. Once the halo (positive or 
negative) is put on the head of the candidate, there is a tendency to seek 
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only supporting information to heighten the shine or deepen the ebony of 
the halo. The only remedy seems to be to keep the problem in mind and 
fight against it by constantly challenging oneself. Avoid being overly 
impressed or sold on one item of information. 

Stereotyping: Closely akin to the "halo effect" is the error resulting from 
the formation of "stereotypes." A person who holds the stereotyped view 
of a salesperson as backslapping, impulsive, unintelligent, and "hucksterish" 
can scarcely give an accurate rating of a salesperson who is sincere and 
who appeals to the intellect rather than to the emotions. There are numerous 
other examples, involving racial and religious prejudice, etc., which could 
be cited in this connection. The essence is that the interviewer sees only 
his mental picture, not the real person. 

Projection: Interviewers are also often guilty of "projection," i.e., they 
read their own biases into the subjects before them. Thus, farm boys, 
athletes, piano players, etc., may be looked upon favorably or unfavorably 
according to the inteviewer's bias. 

Prejudice: Closely related to the above is prejudice. Most common exam
ples are prejudices against ethnic or nationality groups, but more subtle 
types also exist. Some interviewers are prejudiced against short people, or 
overweight people. Prejudice can be overcome if one forces oneself to 
bend over backwards to restrict its influence. Interviewers should spend 
more time planning and conducting interviews with people against whom 
they fear they may harbor a prejudice. Everything possible should be done 
to collect information that will bring out the opposite viewpoint. 

IT IS POSSIBLE TO OVERREACT. In an attempt to be fair, excuses and 
rationalizations can be made that hide true behavior. An attempt to avoid 
prejudices or halos should not lead the interviewer to selectively choose 
certain information to report because of some rationalization, e.g., "the 
applicant was ill at ease with the technical aspects of the problem because 
of being a non-college graduate." All observations should be recorded and 
reported. The discussion is the place for attaching reasons and excusing 
behavior. Prejudice should not keep information from being recorded and 
neither should well-intended reactions to prejudice (or sympathy) prevent 
the recording of information. 

Past Associations: Discomfort experienced in conducting interviews with 
certain types of candidates stems from the contamination of the interaction 
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by the associations and feelings we have learned in other relationships with 
similar people. For example, in interviewing an attractive woman, a man may 
become uncomfortable to an extent that negates his role as a professional 
interviewer. A woman interviewer may feel uncomfortable asserting leader
ship and control in a conversation with a man who is older than she is . A 
black interviewer may experience unnecessary anxiety interviewing a white 
person, or vice versa. 

Personal Needs: To do your job well, you must be aware of your own 
needs and the demands of your personal life. You can often put aside your 
personal feelings or discomforts if you are thoroughly engrossed in a task, 
but, in interviewing , your own "hang-ups" or anxieties can intrude with 
adverse effects on the outcome. If you watch people interviewing, you will 
see examples where personal needs for status, or dominance, or acceptance 
caused the interviewer to inject him / herself too much into the conversation. 

Do's and Don'ts of Interviewing 

DO ... 

BE FRIENDLY ... SMILE ... BE GENUINE ... LISTEN ... OBSERVE . . . 
BE INTERESTED ... TAKE NOTES ... MAINTAIN CONTROL .. . BE 
SHOCKPROOF . .. BE OBJECTIVE ... ENCOURAGE COMMENTS . .. 
CONCENTRATE ON FACTS . . . USE BODY LANGUAGE ... USE OPEN
ENDED QUESTIONS .. . START WITH SOMETHING FAMILIAR . .. USE 
PAUSES ... LOOK FOR PATTERNS . .. ASK CLEAR, STRAIGHTFOR-
WARD QUESTIONS ... BE INTENSIVE . .. USE COMMON SENSE .. . 
MAINTAIN EYE CONTACT . .. BE PREPARED. 

DON'T .. . 

TALK TOO MUCH .. . ARGUE OR PERSUADE . .. WANDER ... BE 
PATRONIZING ... INTERRUPT ... REVEAL YOUR ATTITUDES .. . 
CRITICIZE ... CONDEMN OR PASS JUDGMENT ... GOSSIP . . . READ 
QUESTIONS . .. ASK QUESTIONS ANSWERED BY APPLICATION . .. 
DRAG INTERVIEW ... BE EVASIVE . .. INVADE PRIVACY ... BE INFLEX
IBLE ... ASK COMPLEX QUESTIONS . . . JUMP TO CONCLUSIONS ... 
THREATEN SELF-ESTEEM OR INTEGRITY .. . USE STRESS. 
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STEPS IN THE INTERVIEWING PROCESS 

Preparation/Planning 

As with any process, we need first to break it down into its component 
parts or ingredients. Experience has shown that the more preplanning 
done, the more relaxed and productive the interview. Preplanning high
lights areas that should be included in the interview and allows the inter
viewer to plan an approach to bring out these areas. Preplanning an inter
view helps avoid that sinking feeling common after interviews when the 
interviewer realizes that information on some major dimensions didn't come 
out during the interview. 

While preplanning an interview has many potential benefits, care must be 
taken not to plan to the exclusion of the dynamics of the interview. The 
good interviewer learns as much as possible about the individual before the 
interview begins. The interviewer should also know about the job require
ments for which the candidate is being considered. A copy of the job 
description may be very helpful. 

For most applicants, there is some material already available before an inter
view begins. In preparation for the interview, you should review the applica
tion form, resume, or test scores that may be on hand, as well as any 
correspondence or other information that is useful in understanding the 
applicant and his or her background. Generally speaking, you can save 
yourself time and do a courtesy for the applicant by examining carefully 
anything that may have been submitted in advance. 

If you familiarize yourself with an application form ahead of time, you do not 
need to refer constantly to it during the interview. Interviewers sometimes 
make the mistake of interviewing from an application form and thus lose 
some of the spontaneity and freedom that should characterize a good inter
view. Interviewing tied directly to the application form tends to duplicate 
what is already a matter of record and may limit the range of topics you 
cover and the kind of information you elicit in your conversation with the 
applicant. 

In addition to knowing as much as you can about the job and about the 
individual before you start the interview, you should give a little thought to 
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planning your interview. Make a rough estimate of the topics you wish to 
review and determine the time allotted for the interview. Also, you need to 
have a plan for terminating the interview so that you can inform the candi
date about the next steps in the selection process. You want to be sure the 
applicant knows where to go, whom to see, and what to do after leaving 
you. 

Interview Notes 

Memory cannot be trusted. No one can remember all the information 
brought out in an interview without taking notes. Many experimental studies 
have shown that inattention, bias, wishful thinking, and the natural process 
of forgetting can change or weaken our recall of data. Therefore, it is a good 
idea to take interview notes, which will be helpful later in evaluating the 
applicant and in evaluating the interviewing procedure itself. 

Note-taking need not disrupt the interviewing process. Indeed, note-taking 
frequently helps the candidate to feel more comfortable and relaxed. The 
candidate will probably expect and accept note-taking, and the procedure 
will break down some of the intensity of the contact. Notes are an easy 
device for "looking the other way," and for breaking the direct gaze asso
ciated with listening. 

The following is a list of suggestions for taking interview notes. They should 
be of some assistance in understanding the value of notes and how note
taking may be made an easy and natural part of the interview process. 

1 . Tell the applicant that you will take notes from time to time because you 
want to be sure to remember certain details. 

2. Let the candidate see that you are taking notes - don't try to cover up 
your sheet. 

3. The secret to successful note-taking is to delay note-taking until it will 
not affect the information obtained. When the applicant does or says 
something significant, make a mental note, but do nothing. A few minutes 
later when the conversation has shifted to a neutral subject or where 
note-taking would appear warranted (e.g., clarification of a job title) the 
previously observed information should be recorded. 

4. Keep your pencil active most of the time, checking checks, over-writing 
things, etc., so your writing is more or less continuous and easily 
accepted by the candidate. 
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5. Write down facts - not interpretations of them. 

6. Write down what the applicant says - not what you think is meant. 

7. Review your notes when the candidate gets off on a long story. 

8. Don't interrupt, unless absolutely necessary. 

Many interviewers tend to talk too much during an interview, par
ticularly if they like the applicant or have a tendency to try to domi
nate a situation. If you take notes and take detailed notes, you can 
better intersperse your talking with periods of silence. Silence is a useful 
device in drawing out an applicant. 

Atmosphere 

Interviewing is a hard enough process without going into an atmosphere 
that will not contribute to or might detract from the interviewing process. 
Interviewing in a place with a lot of noise or frequent interruptions (telephone 
calls included) is not the best way to get a fix on your applicant. 

In order to produce the optimum atmosphere for an interview, the relation
ship should be a friendly, enjoyable conversation, but a conversation with a 
purpose. 

The interviewing atmosphere is important if non-factual information such as 
self-confidence, poise, initiative, self-discipline, and aggressiveness are to 
be evaluated. The applicant must be put at ease; the interview must be a 
pleasurable experience. 

The interviewer must be open-minded, attentive, genuine, patient, open 
and free of biases. A positive but objective attitude must be maintained by 
the interviewer. The "benevolent doubter" image is often effective - letting 
the candidate assume the burden of proof of his or her positive qualities. 

The interviewer's manner should be as relaxed as possible. A normal, well 
modulated voice is best. The interview situation may be a threat to the 
candidate so no additional stress needs to be created by the interviewer. 

The Setting 

In keeping with the goal of providing a relaxed, informal atmosphere, the 
setting in which the interview is conducted is important. A private location is 
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most conducive to good communication. Both the interviewer and the can
didate should be in comfortable chairs. Ideally, no table or desk should 
separate them. They should be as close as comfortably possible. If an 
office is used, arange chairs so the candidate is by the interviewer's side as 
shown below. 

Other elements of the setting are also important, such as comfortable tem
peratures and complete freedom from distracting phone calls or other inter
ruptions. Even distracting scenes should be avoided. For instance, an 
applicant should not be seated where he or she can look out a window at 
people moving around. 

The rapport created by the interviewer is, however, more important that 
the physical environment. 

Establishing Rapport 

For most applicants, a job interview is approached with a degree of appre
hension that can cut the flow of useful information. Your first role is that of 
a representative of your organization. A friendly greeting, a smile, and a 
suitable introduction of yourself help to establish rapport. Calling the 
applicant by name, clearly enunciating your own name, and briefly 
describing your function creates a positive relationship quickly. 

Once you have set the stage with a friendly greeting and are seated, you 
are almost ready to begin the interview. A few exchanges about some 
neutral topic such as "any trouble parking?" or "how did you hear about 
us?", about which there is little chance of disagreement, help start the 
conversation . If the candidate has recently moved to your location from 
another area, you could ask how the new area contrasts with the former 
one. 

Two or three minutes of small talk pays off in setting the tone of the con
versation very quickly, and you should phrase your comments and ques
tions in a way that allows the candidate to do most of the talking. Talking 

24 



allows the candidate to relax and lose any self-consciousness. The same is 
true for you. You are likely to lose any nervousness you may have as you 
become engaged in a casual and friendly discussion. 

Just because an interview is conducted in a friendly, non-threatening man
ner does not mean that the applicant will not be nervous or will not see it 
as threatening. The applicant is in an unfamiliar setting. The interviewer is 
seen by the candidate as "important." The applicant is concerned about 
making a favorable impression. One of the worst things that can happen to 
an already nervous applicant is to be interviewed by a nervous interviewer. 
Each one reinforces the other's nervousness. They pick up and misinter
pret clues from each other. 

Nervousness causes candidates to misinterpret questions and non-verbal 
clues. Equally as important, nervousness may hide behavioral charac
teristics that are important to observe in the interview. Extremely nervous 
candidates cannot be effective in presenting their positive features. 

The only cure for a candidate's nervousness is a friendly, low key interview. 
Generally, only time will relieve nervousness. If the interview is properly 
toned, that time can be used on collecting nonthreatening information. 

Beginning The Interview 

Once you and the applicant are conversing easily, you will want to start 
the interview itself. Through a preliminary "opener" question, you can find 
out what the applicant's expectations are or what events have led up to the 
interview. How the applicant became interested in your organization is a 
possible question for you to gain an understanding of the individual's 
expectations. With this information you are then in a better position to guide 
the interview. 

What areas to question: The primary function of the selection interview 
is to provide insights relative to the dimensions of job success previously 
identified as important for the position(s) in question . Thus the questions 
must be pertinent to these dimensions. An interviewer should not be just 
concerned with accumulating facts about a candidate but only those facts 
that shed light on the dimensions in question. 

Each interviewer must judge when enough information has been gathered 
to make a judgment about a dimension. In fairness to the candidate, this 
decision must not be made lightly, quickly, or without several collaborating 
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pieces of evidence. It is easy to jump to a quick judgment. Quick decisions 
on partial information must be avoided. It is better to continue to dig into a 
few areas, thus being sure of conclusions, than to make tentative guesses 
about many dimensions. 

If an applicant uses technical or trade jargon that you don't understand, do 
not let it go unexplained for fear of appearing stupid or offending the appli
cant. You should ask to have the jargon clarified. 

Types of Questions 

Lead Questions 
Through the lead questions you tell the candidate clearly, but briefly, 
what the purpose, structure, and content of the interview will be. Many 
experienced interviewers prefer using lead questions at the beginning 
of an interview and at transitions from one area of inquiry to another. 

Good lead questions help keep the interview on track and provide smooth 
transitions between areas of work experience, education, present 
activities, and interests. 

Naturally, no set of questions is appropriate for all situations, and lead 
questions should be adapted as common sense might dictate, to the 
individual interview. Find lead questions that you can phrase in a 
natural way. After practicing the questions, you should find that the 
given phraseology sounds quite natural to you. 

Lead questions can help you keep in mind the sequence of topics and 
types of information that you would like to cover. You can sound more 
natural and interested if you insert the name of the candidate periodically 
and also if you make reference to information gleaned earlier in the 
interview. Such comments help the interview become more spon
taneous and natural for both you and the applicant. 

EXAMPLES: 

''Are you presently employed?'' 

"How did the shift/work day start off for you yesterday?" 

"What sort of things (duties, activities, responsibilities) do you perform 
on the job?" 
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Indirect Questions 

An open-ended, indirect question encourages the applicant to develop 
ideas and information that might never be obtained by a question that 
can be answered with a "yes" or a "no." For example, if you ask, "did 
you like that job?", you might receive "yes" or "no" as an answer. If 
you ask, instead, "What things did you like most about the job?" you 
may receive several responses that are unique to the applicant and that 
contribute to an understanding of that person's motivation and interests. 

Direct Questions 

The direct question can be used effectively to focus a line of inquiry or 
to ascertain specific information that may be important. For example, 
you may wish to know about a person's willingness to work nights, 
overtime or to relocate. The direct question needs to be "softened" in 
order to make it easier to answer and to lessen the likelihood of arous
ing anxiety or defensiveness . 

Direct questions can be employed to good advantage if they are used 
sparingly, are interspersed with open-ended questions, and are not 
used at the very beginning of the interview. 

Once the conversation is well under way and the candidate is volun
teering information and responding well, you should feel free to employ 
an occasional direct question. 

Probes 

A probing question is one that acts as a "reminder" in assisting the 
applicant to cover a lead question completely. We can distinguish two 
types of probing questions. The "one-step" probe is concerned with 
"what," "when," "where," or "who." The "two-step" probe deals with 
"how" and "why." For example, you might ask, "What are some of 
your hobbies?" That would be a one-step probe to which a person might 
answer, "I like woodworking." If you leave the topic without a two-step 
probe you know only what the individual does, not how or why. A two
step probe might be, "What is there about woodworking that you like?" 

Echo 

An echo is one of the methods used to convey to an applicant that you 
wish further elaboration on a statement. For example, a candidate says, 
"I liked my job at ABC except for the raw deal I got from my supervisor." 
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You could echo his words "Raw deal?" in order to elicit further informa
tion about what happened and how he reacted to an unpleasant experience. 

Pause 

Surprisingly enough, silence has a part to play in the interview. A short 
pause can be a useful tool in the hands of a skilled interviewer. 

A pause on the part of the interviewer can imply that further elaboration 
by the applicant is needed on the particular subject being discussed. 
It tells the applicant to continue on - that the interviewer is interested 
and waiting for more. Surveys by clinical psychologists have shown that 
the use of silence will tend to draw out the individual. As an experienced 
interviewer you can outwait the candidate. Don't appear embarrassed 
or nervous in that particular situation. If silence doesn't work, the 
second alternative is to take the information the applicant has given you 
and rephrase it in your own words. Rephrasing leads the applicant to 
understand that you understand and are interested in what has been 
said. It does not lead the person off the track but rather expands the 
candidate's actual thought process on the subject. Some of the most 
enlightening information will come after a slight pause or rephrasing. 

Comments and Their Role in the Interview 

Through a variety of questions and comments, you can move the conversa
tion along rapidly, or slow it down. You can move from the general to the 
specific, or vice versa. Many interviewers fail to recognize the value of 
comments and concentrate exclusively on questions which cause the inter
view to resemble an interrogation. 

Frequent comments provide relief from excessive questions and often 
elicit valuable spontaneous responses from the candidate. In addition, the 
recurring interaction achieved by the use of comments helps you control 
the interview in your role as an animated and interested listener. Comments 
force you to attend to what the candidate has said and give you time to 
phrase good follow-up questions that pursue a line of inquiry. 

Types of Comments 

''Pat-On-The-Back'' 
By rewarding or praising candidates for some achievement, you give 
them a " pat-on-the-back" that lets them know you appreciate what has 
been done. Such comments are especially important at the beginning 
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of the interview as a means of establishing rapport and showing your 
receptiveness. 

Playing Down Unfavorable Information 
When a candidate provides some unfavorable information, you cannot 
ignore it. You can, however, play down rather than play up such infor
mation. For example, if a candidate mentions being terminated, passed 
over for a job or promotion, you might comment, appropriately: "That 
can happen to anyone." 

Empathy 
Human lives have moments of triumph and tragedy, and an interviewer 
should make comments appropriate to the mood or feeling of the events 
experienced by the candidate. Expressions of empathy tell the candi
date that you are tuned in on this message. 

Nonverbal Communication 
It is important that your actions as well as your questions and comments 
work toward establishing your rapport during the interview. Many of us 
frown as we concentrate on any task, but an impression of intense 
concentration may be interpreted by a stranger as revealing anger. You 
should smile and use facial expressions to convey your responsiveness 
to the candidate. Raising your eyebrows in a quizzical look is often 
effective as a silent question that elicits further information from the 
candidate. Changes in posture or appropriate gestures of the hands 
can facilitate the flow of conversation. Of all the nonverbal behavior, the 
use of your eyes is probably the most significant in establishing rap
port and maintaining control in the interview. Although some people 
do not feel comfortable maintaining eye contact with an interviewer, 
most people respond well to continued eye contact as long as it does 
not turn into a staring contest. 

Terminating the Interview 

After you have gained all the information you need and have checked to 
see that the candidate has no additional questions, the interview should be 
terminated. At this time you will have already decided if the applicant is 
an acceptable or unacceptable candidate for your particular job opening . 

Let the applicants have a time limit as to when they will hear from you, one 
way or the other. It is very convenient to tell the candidates that if they do 
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not hear from you by a certain time and day, then you have decided not 
to hire them. However, as a measure of courtesy, a "no" letter should be 
sent to the unqualified applicant. 

Remember, interviewing is a form of public relations and each applicant 
should leave with a positive feeling whether or not a job is offered. 

Evaluating the Candidate 

Obtaining information from the candidate was important, and now, equally 
important, you must s1;1mmarize the applicant's strengths and weaknesses 
against the demands of the opening. 

Notes taken during the interview can help you make a brief summary. (Do 
not write on the application but rather a separate sheet of paper.) Look at 
the whole picture when summarizing. 

In the summary, the interviewer seeks to answer three basic questions: 

Can the candidate do the job? 

In what ways will the candidate's talents, abilities, knowledge, training, 
skills, and experiences enable this person to do the job and to take on more 
challenging responsibilities? To what extent have work-related education 
and experience been relevant and sufficient? How competent and produc
tive has the individual been and what evidence is there that the candidate 
has an acceptable level of energy and endurance? What things has the 
applicant done best and what has been performed least effectively? 

Will the candidate do the job? 

Even if the applicant has what it takes to do the job, how well motivated is 
this person to do what is necessary and more? What does the individual 
need to be most productive - is it reassurance, praise, concrete results, 
or what? To what extent will the candidate - if hired - take the initiative in 
getting a task done on time and with concern for quality of performance? 
How diversified are the candidate's job-related interests, ambition and per
severance? Will the candidate do the job the way you want it done? 

How does the candidate get along with people? 
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Of importance, too, is predicting how the person will respond to people 
above, below, and at the same level. How will others react to the candidate? 
In regard to personality, temperament, character, and emotional stability, 
how compatible is the person with the job and organization? How self
confident and self-assertive is the applicant? How does the candidate cope 
with obstacles and frustrations? What are some of this individual's more 
important attitudes, feelings, and predispositions? Is this candidate a leader? 
What is his or her leadership style? What might be this person's impact on 
co-workers? 

Conclusion 

In conclusion , you should realize that your most important investment is the 
people you employ. They can make an operation flow smoothly or cause it 
to bottleneck and stop. No matter how well-planned an operation, it can 
only succeed if employees are well-chosen and well-placed . 
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EXHIBIT 

INTERVIEWING I SELECTION HIGHLIGHTS 

I. ATMOSPHERE FOR RESULTS 
• Location: private vs. public 
• Distractions 
• Personal Actions of Interviewer 

• Positive attitude 
• Friendly 
• Calm vs. panic 
• You are in authority 

II. SETTING 
• Arrangement 
• Temperature 
• Interruptions 

Ill. GETTING ALONG WITH THE APPLICANT 
• Introduction 

• Names-position 
• Informal 

• Opening 
• Subject 
• Applicant does the talking 

• Applicant vs . Interviewer - who is most nervous? 
• Nervousness affects both the Interviewer's abilities and 

covers up important applicant qualifications 
IV. BODY LANGUAGE - IMPROVE OR DAMAGE 

INTERVIEW 
• Formal, stiff manner 
• Offer of coffee/beverage 
• Leaning back 
• Leaning forward 
• Eye contact 

• Looking directly at candidate 
• Notes 
• At watch 
• Out window 

• Pushing paper/pencil aside 
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V. LISTENING 
• Positive attitude 
• Put yourself in appl icant's position 
• How applicant says things 
• Tone, rate of speech, emphasis shows anger, boredom, 

anxiety 
• Pauses: Anxiety, confusion, inability to remember, 

decisiveness, detail oriented thinking? 
• Restating what has been said by the applicant 
• General questions allow interviewer to listen 
• Follow-up 

"W d h " e move ere ... . 
"I moved here . . .. " 

VI. OBSERVA TION OF APPLICANT 
• Reaction to questions 
• Body language 

VII. INTERVIEW NOTES 
VIII.COMMON PITFALLS OF INTERVIEWING 

• Advice giving 
• Arguing 
• Halo: Spotless vs. Smudged 
• Stereotyping 
• Projection 
• Prejudice: Don't overreact or rationalize 
• Past association 
• Personal needs 

IX. WORK HISTORY 
• Job hopper 
• Steady employment 
• Breaks 
• Progress 
• Reasons for leaving 
• Military 

X. APPLICANT'S SELF-CONCEPT 
• Reality 
• Overconfident 
• Underconfident 

XI. INTERESTS 
• Career 
• Non-work 
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XII. CLOSING THE INTERVIEW 
• A critical phase 
• How to "Sell " the position 
• How to close without a job offer 

XIII. EVA LUA TING APPLICANT 
• Can do job 
• Will do job 
• Get along with other people 

• Myth of people-oriented vs. not people-oriented jobs 
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Introduce self; 
welcome to session 

Major objectives of 
session -

Review policy 
and procedure 

Uniform approach 
to discipline 

Ll:ADERS GUIDE 

Good morning. For those of you who 

mi ght not know me, I' m (name) 

the (title) for WCIRA. I'd like 

to welcome each of you to this 

training session and give you a 

general idea of our objectives. 

l~s you probably know, one of the major 

objectives of this training session is 

to review the disciplinary policies and 

procedures of our location, anc to give 

some practice in applyin~ these proce

dures in specific situations. 

Another major objective closely related 

to the first, is to establish a uniform 

approach to all disciplinary action at 

our location. To maintain a fair and 

objective discip linary proqram, all 

merabers of management must act and 

r eac t in the same way to similar situa

tions. While this isn't easy to 
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No theory -
practical guidelines 
only 

Encourage 
participation 

accomplish, it is nevertheless absolutely 

necessary. So one of the things we want 

to accomplish today is a clear under

standing of how each of us should pro

ceed in specific types of situations 

in order to ~aintain uniform procedures 

in every instance of disciplinary action. 

I think that each of you will find the 

session instructive and extremely help

ful in providing you with practical 

guidelines you can use on the job. 

There is very little discussion of 

philosophy - only enough to estab-

lish a firm foundation - and no discus

sion of theory. If you can't apply it, 

either directly or indirectly, then you 

won't find us spending any time on it 

in this session. 

I'd also like to emphasize that this 

~s your training session. The more 

you participate, the more you'll get out 

of it. If you leave here with questions, 

don't blame anyone but yourself because 

this is the time and place to get the 

answers. If you have some ~ood ideas 
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DEFINITION OF 
DISCIPLINE 

that you think others can use, by all 

means share them, Don't expect all 

the information to come from the front 

of the room, If the session is to be 

successful, and more important, if our 

disciplinary program is going to be 

effective, then each one of us must 

g ive 100% of our attention to it. 

As I said earlier, we're not going to 

spend any time on empty theories 

or vague philosophies today, but we 

do ne ed to estab lish e xactly what the 

basic foundation of effective disci

pline is all about, because if we're 

not all starting out from the same 

point, and if we don't all agree with 

what discipline actually is, then we 

won't make much progress during the 

rest of the session, 

So, to start us out, let's define 

e xactly what discipline is • . Discipline 

is • • • 

Write definition on chartp ad as you discuss, (Or expose prepared 
chart): "Discip line is a positive, constructive a pproach to 
maintaining order," 

THREE 'l'YPES ••• a positive, constructive approach 
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to naintaining order. There are three 

types of discipline, ~hich are both 

related to sound human relations on the 

job . . . 
Add each to chartp ad as y ou mention it: 

1. Self-discipline 
2. Euman Relations/Counseling 
3. Corrective Discipline 

1'.sk: 

••• Self-discipline on the side, and 

corrective discipline on the other. 

How do these three differ? 

1•:orr: \J i t h ~Jroup to deve lop distinctions between the three -

1. 

2. 

3. 

Sel f -discip line -

Human Relations/ 
Counseling 

Corrective 
Di scioline 

comes from within the incU vidual; 
h owever it wor J:: s best \•1hen the rules 
and re?ulations are clearly spelled 
out by manaqement and understood 
and accepted by each employee, i,e. -
Employee Eandbook. 

the policies, procedures and actions 
that management takes to make 
self-discipline work. Requires 
effective conmunication of the 
rules and regulations, mutual 
trust, respect, etc. to b e 
e ffective. 

Positive management action to 
correct employee actions that 
v iolate rules and regulations. 
liOT punishment. Constructive, 
!JOT Destructive. J..ined at 
i mproving a p erson's performance, 
rJOT pcrsonali t y . 

Then sur.-.rna ri ze cJe fi n i tions b riefly : 
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SUM1"i.ARY OF 
DEFINITIONS 

Self-discipline, then, is best. And it 

works with rnost of our employees. But 

to be most effective, it requires that 

management - all of us - establish and 

practice solid human relations so that 

everyone knows and understands exactly 

what's expected. We have to make sure 

that each employee knm,s, understands, 

and accepts his or her job responsibilities. 

We have to make sure that all employees 

know the importance of their contributions 

to the company's success, and show ' our 

sincere appreciation for their efforts. 

We have to develop a sense of mutual 

trust and respect with each of our 

employees so that they will accep t 

our leadership and the decisions we make 

concerning their actions. We also 

have to handle the small problems when 

they are small problems, before serious 

corrective measures ever become necessary. 

A preventative approach to discipline 

should be a pnrt of every action we take. 

v!hen it is, it does not require even 

one-tenth the energy_ and concern that 

corrective discipline does, for either 

us or the employee. 
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But, for a small number of employees, 

you may have to apply corrective disci

pline. Let's keep in mind, however, 

that good human relations will keep this 

number to a bare minimum. Most of your 

efforts should be spent in preventative 

measures, so that corrective measures 

are the rare exception. But even 

when you must apply corrective dis

cipline, your basic objective does not 

change. You should always take a 

positive approach. You should alw&ys 

correct the action, not the person. 

You should alwavs assume that once 

corrective action is taken, the employee 

will again practice self-discipline 

without further need of corrective 

measures. This doesn't ~ean you forget 

all about the problem, but it does 

mean that you don't assume the worst. 

Seek to gain group's agreement with this positive approach to 
discipline. It is important that they, as managers, understand 
and accept this foundation, because the company's policy and 
procedures for discipline assume that all management endorses 
and practices this approach. 

'Ask: Does everyone agree with this approach 

to discipline? 

Does it make sense to you? 
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1·:ill it v.1ork? 

Phy /v1hy not? 

Early in the Ciscussion, encourage the sroup to exnress their 
true a ttitudes and conce rns. Rut do not repl)' to their neg a 
tive conce rns y ourself. Instead, letar1othcr 0roup men-J-Jer \·.·ho 
accepts t h is p ositive approach explc1.in his/her r-iosi tion to 
others. ':'his technirruc helr1s the endorsel:lent of r,os i ti ve 
d iscipline to core from the group, rather tha~ being forced 
upon them from you. 

However, at the end of the discussion - \·.'hether everyone's 
convinced at this roint or not - be sure to state in clear terms 
that the company and the location expects every one to practice 
a positive approach to <liscinline and that any negative, 
p unitive approach does not follow company policy and procedures. 
;.lso point out that thistn=tining session provides r.1anagement 
with procedures, skills, and techniques .to make sure a 
positive approach will v•ork. 

Then sumraarize as follows: 

Ask: 

I thin}: r,1ost/e.ll of us can see that, in 

r.:ost cases with 1;1ost employees, self-dis

cipline and good human relations are the 

answer. But this does not eliminate the 

need for corrective ciscioline, because 

some people will still mal:e r.d.stnkes and 

not follow the estab lished rules, despite 

all our efforts. 

,lhere do most of these Mistakes occur? 

Dhat rules and regulations seeM to be the 

ones that frequently require corrective 

disciplinary action? 

1·Iork with group to develop list of examples. ~·'rite each example 
on clean chartp a d . Expect responses such as: 
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'2:'ardiness 
Sleeping on the job 
.Absenteeism 

Safety violations 
Insubordination 
Drugs 

Falsifying work records 
Theft 

Sabotage 
Damage to property 

Fighting 
Drinking/J,.lcoholisr.1 

Keep this list so you can refer to it later in the session. 
Sur.unarize discussion as follows: 

MAJOR FOCUS OF 
THIS SESSION -
CORRECTIVE 
DISCIPLINE 

KEY ELEMENTS OF 
CORRECTIVE 
DISCIPLINE 
PROGRAM 

These are the areas that give us most 

of our problems. While all of them 

should happen only rarely, if we're 

practicing effective human relations, 

they nevertheless do continue to crop 

up once in awhile and present us with 

distinct problems of how to handle each 

case positively and effectively. There

fore, we're goins to spend the remainder 

of this session concentrating on how to 

apply corrective discipline to areas 

such as these listed here. If we can 

handle them correctly, to produce posi

tive results, then we can get back to 

maintaining self-discipline as quickly 

as possible. 

So let's turn our attention to the key 

elements of a corrective discipline 

program and see if we can spell out 

exactly what's required to make sure 
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that corrective discipline gets the 

positive results it should. 

Divide group into four equal teams and assign each to a 
separate area of the room. 

Ask each team to develop a list of key elements that are needed 
to assure effective corrective discipline. 

You might suggest one or two elements, such as unifonnity, 
correcting perfonnance, not the person, etc. to get the teams 
started. 

Give each team several sheets of chartpad paper and felt-tip 
markers to record their ideas, and ask each to select a spokes
person to report the results to the entire group. 

Allow 5-10 minutes preparation. 

Rejoin teams into group and ask each representative to explain 
his/her team's conclusions. 

The team's list should include such elements as: 

Establish clear rules and re~ulations 
Make sure all employees know and understand rules 
Apply rules uniformally in all cases 
Complete a thorough investigation before acting 
Keep investigation fair and objective 
Get employee's side of situation 
Match discipline to seriousness of violation 
Establish a clear cut procedure to follow in each case 
Let employee know results of investigation - type of 

discipline (if any), expected future actions 
Follow up to re-establish nonnal relationship with employee 
Make sure employee knows of complaint or grievance procedure 

Note: Most of these ideas will be developed later during the 
discussion of the 4-step disciplinary procedure, so do not press 
group to develop a thorough list of all elements at this point. 
Instead, use the exercise as a warm-up to get the group involved 
and committed to a positive approach to corrective discipline. 

Thank teams for their ideas and conclude as follows: 

Carroll Daugherty, an outstanding 

arbitrator, has also given some serious 

thought to the key elements of correctiv~ 
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discipline. I'm sure that some of you 

have heard of him before - there's a copy 

of his guidelines in your handbook - but 

his advice is so sound and useful that 

it is worth going over them frequently, 

to remind us to the purpose of corrective 

discipline and to make certain our actions 

are as fair and uniform as possible. 

il an6 out " ~augherty's Guidelines" to each participant and suggest 
t hat e very one follow along as you discuss each point. 
Encourage comments and que stions. 
Use the transparencies !_=) rovided as a guideline to your rema:r:ks 
and amplify as a ppropriate following the narrative below. (Hote 
any similarities to group 's lists): 

Project transparency 1: "Uas the employee warned of the conse
q uences of h is/her actions? ••• 

Comments: 1. M~nagement may give the warning 

either orally or in writing, by means 

of typed sheets or books of shop rules 

and of the consequences of violating 

each rule. 

2. For this warning to be fair, there 

must have been actual oral or written 

cornmu!lication to the employee of the 

rules anc the consequences for not 

f ollowing each rule. 

3. In some case s , when the offense i s 

e x tremely serious, a "no" answer to 
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question 1 may not indicate an unfair 

disciplinary action. For example, all 

employees in business and industry 

may be expected to know c1.lready that 

soI!\e actions will demand immediate and 

serious consequences. Insubordination, 

coming to work intoxicated, drinking 

intoxicating beverages on the job, theft 

of company or another employee's 

property are examples. However, even 

in these cases, it is best if employees 

know that discharge will result from 

failure to comply. 

1,mTE: Leave out item 4 (below) in non-union facilities. 

4. Unless there is a specific con

tractual prohibition or restriction, the 

company has the unilateral right to 

promulgate reasonable rules and give 

reasonable orders without any negotia

tion with the union. 

Project transparency 2: "Was the company's rule or order 
reasonably related to effective and safe operations7" 

Comments: If an employee believes that a rule 

or order is unreasonable, he or she 

must nevertheless obey it unless he 

or she sincerely feels that following 
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the rule or order would seriously 

and immediately jeopardize his or her 

personal safety and/or integrity. If 

there is strong evidence to substantiate 

this feeling, then the employee has jus

tification for not obeying the rule or 

order. In other cases, the employee 

should obey the rule first and then use 

the complaint procedure to voice his 

or her opinion. 

Project transparency 3: "Did management investigate before 
administering discipline?" 

Comments: 1. This is the employee's "day in court" 

principle. An employee has the right 

to know, with reasonable precision, 

the offense with which he or she is 

being charged and to defend that behavior. 

2. The company must normally investigate 

before making its 6isciplinary decision. 

If the company fails to do so, its 

failure may not normally be excused 

on the grounds that the employee will 

get his or her day in court through 

the complaint procedure after the 

disciplinary decision. 

3. There may, of course, be circumstances 
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under which nanogement must react imme

diately to the employee's behavior. 

In such cases, the normal, proper 

action is to suspend the employee 

pending investigation, with the 

understanding that (a) the final dis

ciplinary decision will be made after 

the investigation, and (b) he or she 

will be restored to his job with full 

pay for the lost time if no disciplinary 

action is necessary, 

Project transparency 4: "Was the investigation conducted fairly 
and objectively?" 

Comments: During the investigation, the management 

official may be both "prosecutor" and 

"judge," BUT he or she may not also be 

a "Witness" against the employee. 

Project transparency 5: "Did the investigation produce substantial 
evidence to prove guilt?" 

Comments: The evidence to establish quilt does not 

have to outweigh all evidence that incii

cates innocence; nor does it have to be 

conclusive nor "beyond a reasonable doubt." 

However, it should have definite concrete 

substance in facts and not be flimsy or 

decidedly questionable, 
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Project transp arency 6: "Were the rules, orde rs and penalties 
applied evenhandedly and without discrimination to ail employees?" 

Comments: 1. l'. "no" ans,-,er to this question 

requires definite e vidence of discrimi

nation and should lead to dropping or 

modifying the discipline imposed earlier. 

2. If the company or location has heen 

lax in enforcin~ its rules, orders and 

penalties, and then decides to apply them 

rigorously from nm•7 on, then it must te 11 

all em~loyees beforehand of its intent 

to enforce all rules as written from 

that point on, in order to avoid 

findings of discrimination and/or 

uneven administration. 

Project transparency 7: "Was the oenalty reasonably related 
a) to the seriousness of the e~ployee's offense and b) to his/her 
past record?" 

Corr.ments: 1. A Minor proven offense does not 

merit harsh discipline unless the employee 

has properly been found guilty of the 

same or other offenses a number of times 

in the past. (There i s no rule as to 

what number of previous offenses consti

tutes a "good", a "fair", or a "bad" 

record. Reasonable judgment must be used.) 

2. An employee's record of previous 

offenses may never be used to decide 
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whether he or she was guilty of the 

ir.unediate or latest one. The only 

proper use of his or her record is 

to help determine the severity of 

discipline once he or she has properly 

been found guilty of the immediate 

offense. 

3. Given the same proven offense for 

two or more enployees, their respective 

records provide the only proper basis 

for "discriminating" among them in the 

adr:1inistration of discipline for this 

offense. Thus, if employee A's record 

is significantly better than those of 

employee B, C and D, the company may 

properly give A a lighter punishment 

than it gives the others for the same 

offense. This Goes not constitute true 

discrimination. For example, if 

eMployee A has only had an oral warning 

and employee B has been given a written 

warning for the same offense, then the 

cornpany should give enployee A a written 

warning, while enployee B may receive a 

final warning. Similarly, if employee C 

com.~its the same offense, and has 

already received a final warning, then 

the comra.ny mc1y jur.tifi ctb ly p r.occ e (, 
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with a discharge for that employee. In 

each case, the action depends upon each 

employee's past record. 

Summarize Daugherty's guidelines and relate to group's lists, 
as follows: 

NATURAL RELUCTANCE 
TO 1'.DMINISTER 
CORRECTIVE 
DISCIPLINE 

As you can see Daugherty's guidelines 

are very similar to those that you 

developed on your own. Each point ~ives 

us an objective measure that helps to 

make sure that our efforts to establish 

a positive, corrective disciplinary 

program. In essence, it requires us 

to take an objective impersonal assess

ment of each situation and to apply the 

same rules, regulations, orders, and 

penalties to all employees in all cases. 

It is certainly a serious responsibility, 

but these guidelines should prove to be. 

extremely helpful. 

However, discipline isn't always an objec

tive, impersonal process; and because it 

isn't, we frequently avoid administering 

corrective discipline even when we know 

we should. Usually this is because we 

don't want to destroy any positive rela

tionship with an employee, or we don't 

like the idea of runishin9 someone else. 
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HlCREASINC 
OBJECTIVITY 

So, instead, we let it keep slipping 

by until we've got R re~l serious proble~ 

on our hands. 

I don't think any of us want to get to 

the point of relishing disciplinary 

action, but we should do whatever we can 

to get rid of or at least lessen our 

emotional involvement in the p rocess, an6 

the employee's as well. Obviously , this 

can be pretty tough to do, especially 

when the emp loyee is usually a good 

worker and the need for discipline is 

indeed rare. 

Hand out "Objective Discip line" to each participant. Explain 
as follows: 

This short handout can help you to 

establish a more objective approach to the 

entire situation, and also provides you 

with some important ideas that you would 

want to explain to the employee, so 

tpat he or she can also be as objective 

as possible about the situation. tJsin9 

these ideas won't solve all y our p roblems 

for you, but it \·1ill start y ou and the 

e ~ ployee off in the right direction. 
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Ask each participant to read through handout; give 5-10 minutes. 
Ask group for positive/negative comTi'lents, wh~, it v!ill/won't wor}~, 
etc. Then r.iove on to discussion of 4-step r.iethod, below: 

DISCIPLH~E 
PROCEDURES 

FIRS'l' STEP -
GET THE PACTS 

Ask: 

Now that we've laid the proper foundation 

for an effective discipline program, let's 

talk 2..bout how we put that program into 

action - the procedures that we should 

follow to rnake sure our disciplinary actions 

are fair, effective and reasonable. 

Let's take it step-by-step, from the time 

we become aware of a violation to following 

up on any action we might take. tfuat's 

the first thing you would want to do 

when you become aware of a possible 

violation of the rules? We've got a 

problem in need of a solution, so what's 

the first thing we ,-1ant to do? 

P~use and let group think for a minute. 

To begin discussion, ask hm-1 many are familiar with the four-step 
method of problem-solving. (Ask for show of hands.) 

Then ask group to name the four steps and write on chartpad as 
each is mentioned: 

1. Get the facts 
2. Consider possible actions 
3. Take action 
4 . Follow up 

Tape up chart where everyone can refer to it during the discussion. 
Do the same for all key charts throughout the session. 

Okay, let's take each of these steps in 

turn and apply them to a disciplinary 
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situation. 

Eow would you go Rhout getting the facts? 

~-:here would you go for inforr.1ation? 

How would you chec~ the accuracy of 

this information? 

Using questions such as those above, work with group to develop 
a list sir.,ilar to the one below. v7ri te each point on a clean 
chartoaa as it is mentioned: 

1. Get the facts. (Who, \-!hat, when, .,,,here, why, ho\·-.1 ) 

Revie,,, employee record cards 
Review disciplinary guidelines for location 
Check to see that rule has been consistently enforced 
7alk to others involved, if necessary 
Discuss with previous supervisor, if necessary 
Verify that all employees know and understand rule -

especially employee involved 
Talk to employee involved 

No te: As each point is brought up by the group, ask further 
questions to explore why this step is necessary, how the super
visor would seek this information, when they would talk to other 
employees, when they \.-1ould talk to employee involvec., etc. In 
short, help the group to think through why they should take each 
step and the possible consequences of~ taking each step. 

Place special emphasis on "talking to the employee involved." 
Ask such questions as: 

Ask: 

When you talk to the employee involvec!, 

the interview should be a two-way process 

of communication. There are things you'll 

want to cover with the employee. And 

there is information that only the 

employee can provide you. 

What do you want to explain to the 

employee? 
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(Lxpected response: The employee I s e>:planation of what happened, 
how it happened, where it happened, who was involved, etc.) 

In most cases, the ernployee will want to 

explain why it happened, and will usually 

be able to supply you a number of reasons 

to justify their actions. Obviously, you 

should listen to these reasons and con

sider them in making your decision later 

on - but put most of the emp~asis on the 

facts themselves, not the reasons behind 

them. Why would you want to emphasize 

the facts instead of the employee's. 

reasons for acting as he or she did? 

(Expected response: The facts alone determine "rhether or not a 
rule has been violated and disciplinary action is required. If 
the er.1ployee knows the rules, _then he/she also knows the conse
quences for breaking them. The reasons, therefore, do not deter
mine if discipline is re~uired, even though in some cases they 
rnay indicate the degree of discipline - just as you would consider 
the employee's past records before deciding on a specific action.) 

Consider employee's 
reaction, behavior 

Ask: 

Before you meet with the employee, you'd 

also want to consic1.er hov• you think he 

or she will react during the interview -

quiet, defensive, boisterous, angry, timid, 

reckless, aggressive, and so forth. 

For exam!-)le, if you think the person will 

probably be fairly quiet during the 

intervieH and reluctant to spear:, hoH 

\:ould :?ou plan to handle the situation? 
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(:C xpectec'! resp onse: fi p enc·i extra tiT',e develop insi ranport, 
ma k ing person comfortal, l e , g iving assurance of f a irness and 
objectivity , using p ers on's narne often, remain i n0 tolerant, ta~inr 
employee's point of viev1 instea.c. of sitting in judsr.1ent, etc.) 

i\s l: : Em-, about another situation; suppose 

you expect the er;1ployee to be defensive, 

possibly even angry. Eov.' would you plan 

to hand l e it? 

(Expected response: Prep are ovm defenses in a d vc>.nce, make sure 
e mploy ee C::oe sn' t tak E: ove r intervie\'.1 , tal:e firm position, etc.) 

J,,_sk : Phy are your p rep arations for tl·1e se 

t,-,o situations so different? 

Let group resoond and defend their reasons. 

J..sJ.:: If you had to discipline both of these 

enp loyees, what results do you expect 

from e a c h interview? How ahout the 

first situation? 

(Expected res ponse: If discipline is necessary, the employee 
will p rob ably b e reasonahle, accep t the consequences, c>.nd 
return to normal work behavior.) 

i',sk : J\nd ,-:ha. t results cio you 8Xp ect from the 

second situation with the defe nsive 

e rr:ployee? 

(I:}:pe cteci. response: If disci p line is necessary , t h e e mployee 
wi ll p robab l y no t acc ep t it reasona~ly, will find other ways to 
c a use tro u b le, won't be p roductive, develop noor morale, probaDly 
reo uire furt her d iscip linary action, etc.) 
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Effects of our 
expectations 

P.sk: 

How much of each employee's reactions 

depend upon our own attitude and the 

results we expect? (PAUSE} If we 

go into the interview expecting problems, 

chances are that's exactly what we'll get. 

Since you are supervisors and in a 

position of authority, you can have a 

great deal of influence on how effective 

or ineffective the final results of a 

disciplinary act will be. 

Do you all agree with this idea, or am I 

suggesting something that just won't work 

in the real world? 

Is it worth it to you and to the company 

for you to approach all disciplinary 

situations calmly and objectively, or 

are there times whe n you'll have to 

take the offensive with some employees? 

Encourage group to discuss this approach and to explain why they 
feel as they do - either pro or con. 
Then conclude discussion as follows: 

I don't think I or anyone else here can 

convince someone who disagrees with 

this approach that it is usually the 

best way to handle the situation in 99 

out of 100 cases. So, if you still have 

' your doubts, let me give you a suggestion. 
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The next ti~e you have to handle a 

situation with a defensive or angry 

employee, prepare yourself just as if 

you expected the employee to cooperate 

and do everything you can to be sym

pathetic, understanding, and cooperative. 

It won't be easy, but check out the results 

yourself. 

NOTE: The following is an example of how NOT to approach the 
situation. Be sure that the group knows that the 
company does NOT advocate this idea. 

Questioning 
'!'echniques 

Then, if you're still not convinced, 

approach the next situation differently 

by preparing your defenses carefully 

before the interview. Line up all the 

damaging information you can against 

the employee, be ready to argue until 

you're blue in the face, don't budge 

an inch. And if the results of that 

confrontation don't convince you, then 

seriously consider getting out of 

management and finding something easier 

to do! Thirty years ago, that approach 

night have worked, but with today's 

employees, it just won't cut it. 

While we're still on the subject of 

getting the facts, let's con~ider a 
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couple of tools y ou have availab le 

to you, especially when you're 

talking to the emp loyee involve6 or 

to others who might be a b le to give y ou 

i mportant ir.formation. These are 

tools that every effective manager always 

has ready for imme d iate use. I'm talkinq 

about askins questions and listening 

carefully to the answers. 

I'm sure everyone in this room has seen 

at least one list of pointers on asking 

questions, and another one or t wo on 

listening. I' rn also willing to bet 

t~at each one of us still has plenty of 

room for improvement in both of these 

skills. So I'M going to qive you some 

guidelines to read over, and later 

today we're goins to have an opportunity 

to put them into practice. 

Give each participant a copy of "Questioning Techniques" and 
"Listening Techniques." 
Ask each person to study list~ give 5-7 minutes, then continue 
d iscussion as follows: 

Summary of Step 1 The first step in the disciplinary 

procedure - getting the facts - is 

extremely inportant, because it deter

mines e x actly how you will handle every , 
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USE OF SUSPENSION 

other step that follows. ~lliile you 

must be sure that possible discipli-

nary action is taken just as soon as 

possible, it is always a serious mistake 

to react too quickly, before all the facts 

are in. Obviously, you can't wait forever, 

but it is better to wait a little longer 

than it is to rush head long into a 

solution that could blow up later on. 

So what should you do when you run into 

a serious situation - say you come upon 

two people fighting - and you must take 

some action immediately? 

(Expected response: You can conduct an immediate, short inves
tigation and suspend the employee, usually only for the rest of 
the day, while you complete your investigation.) 

Gives added time 

By suspending the employee - or employees, 

depending upon the iMinediate evidence: -

you can take care of the immediate situation 

and give yourself time to get organized 

for a more thorough investigation. And 

that's the only reason to use a suspension: 

if the situation is serious enough that 

it could result in discharges, then you 

Might want to suspend the employee or 

employees, whil e you c0rnpl~te a thorough 
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Not disciplinary 
action 

SECOND STEP -
CONSIDER POSSIBLE 
ACTIONS 

investigation. In itself, it should 

not be considered a disciplinary 

action. Even though an ernployee 

v1ould not be paid for this time if 

you find that disciplinary action is 

necessary, the suspension itself should 

not be looked upon as an act of discipline. 

Instead, the suspension lets the employee 

know just how serious the situation is -

that it could lead to discharge. ~nd it 

also provides you with time to complete 

an indepth investigation of the faets. 

So, if you do suspend an employee, be sure 

that the employee understands the reason 

for your action. You are not disciplining• 

the employee at this point; instead, you 

are providing time to conduct a complete 

investigation because the situation is 

serious enough that you must consider 

discharging the employee. 

Let's move on to the second step of 

problem solving, and of the disciplinary 

procedure ••• Considering possible 

actions • , • 

Point to Step 2 on chartpad posted earlier. 
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) 
Ask: Bhat would you do in this step, now 

that you have the facts? 

Work with group to develop a list similar to the one below. 
Write each point on a clean chartpad as each is mentioned: 

2. Consider possible actions 

Fit facts toqether and consider the 
relationship of various inputs 

Consider ultimate objective: to help 
employee recognize importance of rules 
and to follm\1 them 

Weigh possible actions in relation to location 
disciplinary guidelines 

Determine appropriate action plan 

Note: As each point is brought out, ask group further questions 
to explore why each step is important. 

Near end of discussion, place special eQphasis on "locatiorl 
disciplinary guidelines." Ask such questions as: 

Ask: h1ha t types of corrective disciplinary 

actions can we take? What's the first 

step? 

(Expected response: Verbal warning.) 

Write each type on chartpad as it is discussed: 

Asl~: Exactly what do we mean by a verbal 

\·Jarning? 

What does it involve? 

Is there any written record at this point? 

If so, how would you record it? 

1·7ho should revie,,, the record? 
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Work with group to develop definition of final written warning, 
and how it is to be handled at this location. 
Using Final Yvri tten sheets, demonstrate how final written 
warning should be recorded. Provide several exa~ples 
(continuing those provided above for verbal and written 
warnings). 

Ask: And if further disciplinary action is 

necessary, what is the next step? 

(Expected response: discharge.) 

Ask: How would you handle this step? Who's 

involved? 

What records would you need? 

Who should review them? 

Work with group to develop how discharge procedures should be 
handled for this location. Discuss any other paperwork, 
approval procedures, etc. that apply to this location. 

Summarize discussion on four types of disciplinary action · 
as follows: 

There are four definite types of 

disciplinary action that we can take. 

In most cases we proceed methodically 

from one to the next, starting with 

verbal warning, to written warning, to 

final written warning, to discharge. 

In serious cases, where the consequences 

might be immediate discharge, then you 

should consider suspension of the employee 

while you complete your investigation. 
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Keep in mind that each one of these step s -

even the final step of discharge - has one 

overriding objective: to correct and 

improve the employee's performance. The 

objective is never punishment, even 

though discipline can be an uncomfortable 

situation for everyone involved. It's 

sometimes difficult to keep this posi-

tive objective in mind, especially when 

you have to move step by step to more 

serious disciplinary actions and you 

don't see any improvements in the 

employee's performance. 

Eowever, in many cases you'll never have 

to go beyond a verbal warning, if you've 

established clear disciplinary rules 

and procedures in your area and if you 

apply .them imDediately and fairly to 

everyone. Most employees will practice 

self-discipline; a few ~ay need occa

sional verbal reminders; even fewer will 

require written warnings; and only the 

rare employee will force the issue into 

a serious disciplinary situation. So, 

with the right foundation, you can count 

on good human relations. But you must 
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STEP THREE 
TAKE ACTION 

also be ready to apply any type of 

corrective discipline, from verbal 

warning to discharge, when it is 

required. 

Let's ~ove on to step three of disci

plinary procedure ••• Taking action . . . 
Refer to Step 3 on chartpad posted earlier. 

In Step 2, you decide ,-.1hat specific 

action you should take, given the facts 

and the four types of disciplinary action 

you should consider. In Step 3, you 

implement this action plan. In essence, 

this r.eans getting together with the 

employee to discuss the situation, so 

let's explore this area a bit. We've 

already talked about meeting with the 

employee in the first step, the investi

gation; and many of the skills and 

techniques will also apply in the third 

step, when you administer the necessary 

disciplinary action. 

In some cases, you'll complete all three 

steps in the same interview: After your 

preliminary investigation, you'll meet 

with the employee to get his or her side. 

And as you evaluate this information 
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in light of everything else you 

already know, you'll decide what 

disciplinary action is required, 

if any (Step 2), and then you'll tell 

the employee exactly what you must do, 

why you're taking this action and so 

forth (Step 3) • 

In other cases, however, there may be a 

9ap between fact finding and administering 

discipline, while you weigh and decide 

the most appropriate action. So right 

now we're looking at each step separately, 

but keep in mind that in some cases they 

might blend right into each other during 

the same interview with an employee. 

Therefore, looking only at Step 3, let's 

decide exactly how we would handle it. 

In general, what must we do to implement 

our action plan? 

Work with group to develop list similar to the one below. 
Write each point on clean chartpad as each is mentioned: 

3. Take Action 
Complete all necessary records (Documentation) 
Obtain necessary approvals 
Meet with employee 

Exp lain what action will be taken 
Explain why action will be taken 
Outline future expectations and follow up actions 
Explain right of appeal through complaint procedure 

- 32 -



Note: As each point is brought out, as}: group further questions 
to explore why each step is important. 

Near end of discussion, place special emphasis on exactly 
how meeting with emp loyee would be handled. Ask group to 
explain exactly what they \·muld do, what they would say, how 
they would arrange for meeting, etc. - using the examples 
developed earlier in session to elucidate the 4 types of disci
plinary action. 

Walk group through each example, preceding through how they 
would handle a verbal warning, written warning, final written 
warning, and discharge. A_lso ask group how they would handle 
a situation re~uiring suspension for discharge (what would they 
say, how would they put employee at ease, etc.) 

Emphasize that supervisor should explain complaint procedure to 
employee (if necE:?ssary) and be certain employee understands that 
s/he has the right to appeal the disciplinary action through 
the complaint/grievance procedure. 

STEP FOUR -
FOLLOW UP 

Once you've met with the employee and 

taken the necessary disciplinary action, 

what is the next step? 

(Expected response: Follow up, Step 4 of disciplinary procedures.) 

Ask: And what do you want to accomplish in 

this step? What's y our primary objective? 

(Expected res ? onse: To make sure disciplinary action has a 
p ositive result, that employee accepts consequences of breaking 
the rules and returns to self-discipline ana satisfactory job 
performance.) 

Okay, so what actions would you take in 

this step? 

Work with group to develop list similar to one below. 
Write each point on clean chartpad as each is mentioned: 
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4. Follow up 

Watch for changes in attitude, performance 
Decide how and how often to check on employee 
Ile-establish normal relationship with employee 
J,.ssess how well the situation was handled and how 

to improve future disciplinary procedures 

Note: As each point is brought out, ask group further questions 
to explore why each step is important. 

Give special emphasis on re-establishing normal relationship 
with er.1ployee and developing a positive attitude, rather than 
anticipating the possibility of further disciplinary action. 

Distribute copy of "Disciplinary Procedures" to each participant. 
Exp lain that handout summarizes ·the r:-.ain points of their discus
sion. 

CAS E STUDIES 

Combination of 
Cases and Role 
Plays 

\"7e' re going to be using a combination of 

case studies and group role plays, so that 

you can work together on solutions and 

then put them into action. I'll start 

out by giving you some printed background 

information that outlines the situation, 

then as we go along you'll either 

ask me for more facts, or I'll provide 

them to you. Sometimes I'll take the 

part of the employee, to add some realism 

to the situation. That way you can seek 

additional information directly from the 

people involved, practice counseling the 

e mployee and putting your action plan 

into operation. 
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r CASE STUDY 1 

Introduction 

In this first situation, I'd like each 

of you to read through the information 

presented and decide how you would 

handle it. 

Give each participant a copy of 
Allow 5-7 minutes preparation, 
at this point. 

the "Mike Ronk" case study. 
Be sure each person works alone 

Be sure group understands they 
step should be at this point, 
When group is ready, ask: 

should decide only what the first 

Step 1 - Get the Facts 

Ask: What have you decided to do first? 

Elicit various ideas from group. When someone says s/he wonld 
review the employee's past records, ask why. Explore this 
point with the entire group so that everyone sees why this is 
the starting point in any disciplinary procedure. 

Then distribute llike Rank's "Jl~sence & Tardy Record" for 1978. 
Give group 2-4 minutes to study; then ask: 

AsJ.:: v-!hat do the records tell you? 

(Exrected res:r'onse: Ronk , .1as l',l!OL on 5/5 and his previous 
supervisor gave him a verbal warning and docur'\ente<l the dis
cussion on the card.) 

l\sk: ~hat would you do at this point? 

i·ihat's the next step? Hhat do your 

guidelines on the Disciplinary rrocedures 

handout say to do? 

Explore each substep of Step 1, Get the Facts, with the group. 

Revie\ 1 employee record cards (Done) 
Revie\·! disciplinc1ry guidelines for location (Be specific 

here) 
Check to see that rule has been consistently enforced (Tell 

group to assume it is) 
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Talk to others involved, if necessary (No need) 
Discuss with previous supervisor, if necessary (No need; 

besides, Mike is on his way right now. Should act as 
soon as practically possible) 

Make sure all employees know and understand rule (ilike's 
already had verbal warning) 

Talk to employee (See below; the instructor will role play 
Mike) 

lHter group has decided they'd talk to Mike privately, tell 
them that you'll take Mike's role and the group can take the 
supervisor's role. Any participant can take the supervisor's 
part at any time during the interview. 

Use the following guidelines in playing Mike's role: 

You're upset and want to get to work. You don't understand 
why your timecard is missing from the rack. 

You do remember the warning from your previous supervisor. 
At that time, you didn't have your own car and your car 
pool didn't pick you up. You had thought someone woulp. 
have reported in why you didn't come in to work, so you 
didn't call. 

This time, you now have your own car, but it's not too 
reliable. It broke dmm on the interstate cor1ing in to 
work and it was 2 hours after your shift began before 
you could get to a phone. Since it was already so late, 
you didn't bother to call in and thought you could just 
wait until today. 

Once the group has these additional facts and before anyone 
begins to take disciplinary action, stop the role play and 
proceed as follows: 

Step 2 - Consider 
Possible Actions 

In an actual situation such as this, 

you would probably decide exactly what 

disciplinary action you would take and 

explain it to the employee. Or you 

might decide to study the situation fur

ther and you'd explain tha t to the 

enployee and let hir.-i or her know v!hen 

you'd get together again. But, for the 
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sake of discussion, let's break the role 

play at this point and decide what we 

would do. Let's look at Step 2 of the 

Disciplinary Procedures hanoout. 

Go through each substep of Step 2 with the group. 
(Ask appropriate questions to explore each substep.) 

Fit facts together and consider relationship of various 
events. 

Consider ultimate objective: to help employees recognize 
ir,1portance of rules and to follov-.1 ther.1 

Weigh possible actions in relation to cisciplinary guidelines 
Deter~ine appropriate action plan 

When group has decided that the best course of action is to issue 
a written warning, work with group to explore: 

1. Exactly how they would prepare the written warnin~s. 
(Have them write it out.) 

2. Exac tly how they would present it to the employee -

tact 
follow up procedures 
next possible disciplinary action for future violations 
use of employee complaint procedure 
(Cover each point in depth.) 

Then proceed as follows: 

Step 3 -
Take Action 

Okay, it appears that we're ready for 

Step 3 - Taking Action. First, we'll 

want to complete all necessary records -

The Absence & ·Tardy Card, and the written 

warning. J\.nd we'll want to get any 

approvals we might need. Then we should 

be ready to meet with the employee. So 

I'll be the employee; you'll be the 

supervisor •.• 
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Continue role play as above. 

During interview, check to see if group also takes preventative 
measures to make sure problem doesn't re-occur. (One step is 
to be sure employee knows consequences of repeated violation; 
another, more positive step is to work on employee's transporta
tion problems so that he gets to work okay). 

After several participants have taken part of counseling session 
and all the main points of Taking Action have come out during 
the role play, stop the role play and discuss key points of 
Step 3 - Take Action: 

Complete all necessary records 
Obtain necessary approvals 
Meet with employee 

Explain what action will be taken 
LXplain why action will be taken 
Outline future expectations and follow up actions 
F.xplain right of appeal through complaint procedure. 

After interview, discuss preventative measure outlined above. 
Stress that these steps can help prevent need for further 
corrective discipline in many cases. 

Step 4 -
Follow up 

Ask: 

After the interview, after we've explained 

the a.isciplinary action we've taken and 

why it was necessary - we should irr.plement 

specific follow up procedures. 

What would we do in this case? What 

does your guideline sheet have to say? 

Go through each substep of Step 4 - Follow Up, with the group. 
(Ask appropriate questions to explore each substep). 

Watch for changes in attitude and performance 
Decide how, and how often, to check on employee 

(Emphasize that this should be positive in nature, 
helping the employee to solve problem, keep on track, 
etc.) 

Assess how well you handled situation and how to imr:,rove 
future disciplinary actions 
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Distribute "Unexcused l-J:>sence" and use it to SUi.'J".\ari ze case study. 
Then introduce next case study as follows: 

CASE STUDY 2 Let's go on to another situation now and 

apply the same procedures we've just used 

in Mike's case. But this time, we ~on't 

break it down step by step. Instead, you'll 

work in teams and decide on your own just 

how to proceed from one phase to the next. 

Divide group into four teams of equal numbers. 
Give each participant a copy of the "Harriet Warner" case study. 
Allow 2-5 minutes for each person to read case. 
Instruct teams as follows: 

Now, that you've all had a chance to read 

through the situation, I'll explain how 

v..re' 11 handle the case study. I or (other 

group leader) will provide you with infor

mation, week by week, concerning Harriet's 

performance in the weeks to come. For our 

purposes it is now January 15, 1978, Honday 

morning. 

We're more interested in the process you'd 

use in this situation than any actual 

counseling you might deciae to do. 

Obviously, counseling is an extremely 

important part of corrective discipline. 

I hope we've emphasized that point 

enough today. But, for this case study, 

we want to focus on a long-term situation. 
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So, each time you should decide to talk 

to Harriet, make a note of it and briefly 

outline what you would do and say. In 

fact, each tean - working together -

should keep a log of their actions. Include 

the date, what you did, why you did it, 

and so forth. 

If you should n e ed a response from Harriet 

at some point, I will tell you what she 

has to say. Ok ay, let's get started. 

Here's the Absence & Tardy Record for the 

Tell group the dates that Harriet was late f or the we ek of 
January 17-21 only. (See Master sheet b elow for dates.) 
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ABSENCE & TARDY RECO RD (WITH REASONS) 

YEAR 1cn 8 NAME Ka5:kf Ca.cd foe tili.coa: Ch~e 9udc.t DEPT 

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31 DAYS WORK 

JANUARY [... L- / L I L L l- I I L- I L I L l L. I I L- I 
FEBRUARY L I I L V l-- / L I / '- '- I L- L L I / L- I/ 
MARCH I I L- L- /_. I l- '- I I I I L- l- <i I I L L L. L L '-
A PRIL / l, L- I I I I L / / '- L L / / L L L f_ I I/ 
MAY I- I I / L '- L / L L I I I l- /,.. L L I I 5 l- '-
JUNE L- I I 
JULY 

AUGUST 

SEPTEMBER 

OCTOBER 

NOVEMBER 

.DECEMBER 

MONTHLY TOTA L 

Al A2 F I s D L p X R 0 V KEY TO SYMBOLS 

JAN. 12 
FEB. q A -! - Accident (Pers. Injury away from premises. ron-corrioensable ) 

MAR. I ;!'{ A-2 - Accident (Pers. lntufY sustained on premises. c0tnoensable ) 

APR. /0 
F - F amity. Sickness {Requiring presence at Home} 

1- lncom. Shil t (Should be followed by symbol showing ,eason) 

MAY I rt. S - Sickness ( Personal sickness preventing work) 

D - [);sciplined (Temoorary discharge as penalty) 
JUNE L - Late {Punching card after prescribed start ing t ime) 

JULY P - Permission (Excused abserce) 

AUG. 
X - Temp. Lay-Off (Idle machine or department s lack work) 

R - F a iled to Punch (Did not oun,ch own card in, out. or both) 

SEPT. 0 - Without Perm_ (Unexcused absence. no notification) 

OCT. 
V- Vacation (Regutar orescribed vacation period ) 

Days Off-Blank (Scheduled day o ff Sunday. H o liday O' Ocher) 

NCN. 

DEC. 
NOTE - Each day emoloyee wc,,l<s lull shift mack / 

REMARKS: Yerb,d ;()ar'lf i NZ 

Hard?- /ipn/ - Car rtoh/q115 
I 
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next week. At least one person on each 

team should write them down . 

Continue going from team to team - providing the data one week 
at a time, letting them reach a decision, etc. - until all/most 
teams have decidec to discharge the employee. (If one team 
is taking far too long to reach this conclusion, stop the 
exercise and proceed with the discussion. _Their indecisiveness 
will come up as part of the group's discussion.) 

At the end of the exercise, ask a representative from each team 
to explain his/her teams actions step by step: l,:fuat they'd do, 
say, etc. at each step. Write main points (dates, action taken) 
on chartpads for each team. 
Check to see that each team used the 4-step disciplinary proce
dures correctly. 
Hold off open discussion until all teams have reported. Then 
proceed as follows, based upon results of reports: 

Ol~ay ~ let's review the results. When we 

started, all teams knew of the verbal 

warning given on January 11. From here, 

Team 1 gave a written warning on 

a final written warning on 

discharged the employee on 

gave • • • 

and 

Team 2 

Repeat sunrnary for all four teams as above. 
Then ask: 

Ask: What's the reasons for the differences 

here? Weren't we all working on the 

same situation? Didn't you all use the 

4-step disciplinary procedure? 

Elicit responses from group. Expect: 

This is just how it is on the floor - no consistency, no 
uniformity. 
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) 
We need a specific policy that tells us exactly what to do 
This is hO\·J we handle it in my depart:Jrtent 
Everybody on our team agreed with what we did, so we must 

be right 
I'd never terminate someone, at this point, just for 

tardiness 
Well, what is the right answer? 

Let's see if we can come up with a more 

uniform approach to this type of 

situation • . 

Ask a tea~ who matched, or came close to matching, the guidelines 
suggested on the card to explain how they reached their decisions. 
(Cover each step in the progression one at a time and involve as 

many teams as possible.) 
Ask other members of group for their comments. 
Then, for each step, provide the suggested guideline data a~d 
explain why it should be taken at that time. 

After group discusses final step, discharge, summarize as follo~1s: 

I think that this case study has shown 

us that each one of us has some personal 

ideas of how such situations should be 

handled. But it is more important that 

we share a common approach that everyone 

in management applies unifor~ally to all 

cases. This is not only important when 

dealing with tardiness, but in any other 

area that requires corrective discipli

nary action. 

It is impossible and impractical to 

establish iron-clad guidelines that spell 

it all out in black and white because 
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there will aluays be some factors that 

vary with each situation: The employee's 

past record comes into play, for exarn?le. 

So does the employee's attitude and effort 

to improve the situation, or lack of 

efforts. However, you should consider 

the guidelines we've discussed here 

today 2.nd definitely follow through 

with corrective discipline ~hen it is 

warranted. 

Hand out copies of "Tardiness" to each participant. 

This handout sunrr~arizes the approach 

each of us should take when tardiness 

requires corrective disciplinary action. 

Bssentially, it means that each of us 

should enforce the policy that already 

exists and make sure all our employees 

know exactly what that policy is, and 

the consequences for not following it. 

In most cases, if you apply good human 

relations, counseling and corrective 

discipline early enough and consistently, 

you can take care of it long before 

the possibility of discharge ever comes 

up. But in those rare cases where it is 
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required, you should certainly follow 

through. If you've done everything you 

' can to help the employee solve the 

problem, you can feel totally justified 

in your actions. 

If group has not finished reading handout as you've been 
summarizing, give them 1-2 minutes to do so. 
Then proceed as follows: 

Let's go back for a minute to review 

the actions you suqgested earlier that 

you felt would help to solve the 

problem. 

Discuss each team's counseling suggestions, step by step, that 
they felt would get at the reasons behind the employees tardiness. 
Encourage open discussion, and ask such questions as: 

Ask: ~fuat did you say to the employee before 

you decided to issue a written warninq? 

What did you say to the employee when you 

gave her the written warning? 

How did you word the written warning? 

What did you plan to do to help encourage 

promptness? 

Use similar questions for final warning, pre-discharge and 
discharge phases. 
Conclude discussion as follows: 

r · think we've come up with some excellent 

ideas that will help an employee to 
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CASE STUDY 3 

realize the seriousness of the situation 

and to find a solution to the problem. 

But as this case study has shown us, there 

will still be some cases where our efforts 

still won't result in correcting the 

situation. While we should do all we 

can to counsel emp loyees, we should also 

be prepared to follow through with what

ever corrective disciplinary action that 

becomes necessary. 

Let's take a look at another situation · 

now. It doesn't come up very often, and 

because it doesn't, it can take us by 

surprise. So, to give each of us an 

opportunity to prepare for it, we're 

going to go throu~h it carefully, step 

by step. I'd suggest that each of you 

keep your quidelines for Disciplinary 

Procedures handy so you can refer to 

them. 

I'm going to divide the group into teams 

again, so that we can all get involved as 

much as possible. Then I'll explain how 

we'll proceed. 

Divide group into four different teams than those for Cose Study 2. 
Give each participant a copy of the "Ramsey-Rockwood Situation." 
Allow 2-3 minutes for each participant to study the fact sheet. 
Then explain procedures as follows: 
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In this case study, we're going to concen

trate on both procedure and on interviewinr. 

Each team should proceed through all four 

steps outlined on your Disciplinary Proce

dures handout, moving from fact-finding 

through follow up. 

Document what you feel you should document. 

Talk to who~ you feel you should talk to. 

Consider all the alternatives you have 

available. Decide exactly what you feel 

you should do. Imr lement that decision, 

and follow through on it afterwards. 

Okny, get together with your team and 

dec ide hm,, you' re goin9 to handle this 

s ituation. 

One more point. lassurrie that the nurse 

has already told you all she can, so she 

is not available at this point. 

As each team analyzes the situation, they will begin to call on 
you to play the parts of Bob, Ed and Sam - both for the initial 
interviews and later to explain what disciplinary action they've 
decided to take. 
When a team calls you over, maintain the role play character of 
the person they wish to talk to. Do NOT give advice, counsel, or 
criticize their actions. (However, make mental notes of key 
points for the discussion that follows.) 

Diicussion of Case Study: 

Obviously, there is a 9reat deal to be discussed at the conclu
sion of thi s e xercise. To maintain order, proceed as follo.-,s: 
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1. Reconvene teams 

2. Ask each team to briefly outline its actions (5-7 
minutes) • (IIold off aper. discussion until all teams 
have repartee..) 

3. Conduct open discussion 
Use "Disciplinary Procedures" handout as guide. Go 
over each step and suhstep, one by one. 
Ask appropriate questions as you progress through 
guidelines. 

4. Conclude discussion by pointing out what each team 
did well. 

Then summarize as follows: 

Situations such as fighting that require 

immediate action are usually difficult _ to 

handle. People are usually emotional at 

the time, they fail to see anything but 

their own viev~oints, and they realize 

the seriousness of the situation. ObviouslJ 

it helps when someone in management has 

observed what has happened and can explain 

it more objectively, But, in many cases 

we don't become involved until after it's 

all over. As we've seen today, then we 

really become involved. 

If you find yourself in a tight situation, 

like this, by all means ask for assistance. 

It's a good idea to have soMeone else in 

r.1anagement present when you are investiga

ting this type of situation. It not 
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only helps to ~ake certain the interviews 

are objective and thorough; it also helps 

to have more than one person in management 

who is familiar with all the fine details. 

Hand out copies of "Fighting". 
Go over main points with group. 
Then introduce next section as follows: 

COM.MON PROBLEM 
AREJ-1. 

Through these exercises, we've gotten 

involved in three common areas that may 

require corrective discipline - unexcused 

absenses, tardiness, and fighting. Earlier 

in the session, we listed some others on 

the chartpad, and we should spend some 

time discussin~ all of them, 

I have some handouts for some of these 

areas, but we should all feel free to 

bring up any others you want to talk about. 

Let's start with the handouts first, and 

then see if there are any others anyone 

wants to bring up. 

Distribute copies of each handout, one at a ti~e: 

1. Sleeping on the Job 
2, Falsifying Work Records 
3. Alcoholism 
4. Stealing 
5, Safety Violations 

Go over the m~in points of each handout in turn, then proceed as 
follows: 
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DELAYED KNOWLEDGE, 
HEARSAY 

( 

So far we've been talking about some 

fairly specific violations and how to 

handle them. And in each case, we've 

assumed that we've had first-hand know

ledge of what happened. But in some cases, 

we won't find out about a violation until 

sometime afterwards, or through the 

grapevine. These types of situations 

can be fairly difficult to handle because 

you'll still want to investigate them, 

but you want to he rather subtle about 

it - since you're frequently going ' on 

hearsay evidence. 

Distribute copies of "Delayed Knowledge and/or Hearsay Evidence.'' 

Give group 5-8 minutes to read through handout. 
Discuss key points; emphasizing that "cut and dried" procedures 
do not exist, but that immediate action and common sense are 
imperative. "When in dowt, seek help." At conclusion of 
discussion, proceed as follows: 

OPEN DISCUSSION The handouts covered quite a few of the 

areas that we all run into, but I'm sure 

there are others that you would like to 

discuss. I can't promise you that v.1e'll 

be able to come up with all the answers 

today. But we can explore the. issue and, 

if we can't get an nns~~r here, we'll 

the answer. 
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LEADERS GUIDE 
Managing The Marginal Employee 

A. Characteristics of a marginal employee 
(Exercise) 
Solicit group's input. Write down a sampling of same on easel or board. 
Comment on commonalities and similarities of their characterizations. 
The problem is not the unknown - we know what a marginal employee 
is like. 

B. Definition of a marginal employee 
(Exercise) 
Same as above - solicit ideas and write sampling of them on easel. 
Point: Because they are neither "all bad" nor "all good", you are 
INDECISIVE. The problem is you, because: 

C. No action is taken. 
A marginal employee will not self-correct. Positive change requires that 
you take direct action to correct the situation. 

Why are you indecisive? 
Why do you not take action? 
You don't know what to do. 

Common Marginal Type Employees 

D. Position in Organization (anywhere) 

E. Length of Service (new to senior) 

F. Politics (prepare case carefully, document, choose timing). Usually a 
rationalization to do nothing. 

G. Legal Risks (evaluate risks versus benefits). Also usually a rationaliza
tion to do nothing. 
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H. Psychological Factors: Personality & Attitudes 

1. Paranoid. You can't help. Get them help (improvement) or get them 
out. Know your and organization's limits! 

2. Manic Depressive. You can't help. Get them help (improvement) or 
get them out. Know your and organization's limits! 

3. "Burnout" - see characteristics, page 4. 
List on easel. Inquire if audience knows any. Are supervisors prone 
to this? List Causes on easel, see page 4. 

Point out that if employee doesn't know or understand what is expected 
in the job, some conscientious ones will try to do everything to avoid 
criticism or failure. 

Remedies - review page 5, verbally. 

Solicit other ideas and "tag" as remedial (corrective) steps or 
preventative ones, or both. 

Re-capitualization - Review 

Go over page 6 (up to I). 

I. The Work Stress Treadmill 
Explore notion that distressed persons cannot take much stress (addi
tional) in the work place. 

Example: Employee does not have some of the important skills -
abilities to perform job successfully. 

Employee is anxious, tense. Knows (but can't admit) poor 
performer. 

Low self-esteem . Angry at self. 
Is reprimanded . 
Becomes more anxious, lower self-esteem, increased 
anger. 

The well-known "vicious circle." 

Therefore: 

1. Be positive, constructive (not reprimand). 
2. Help them to admit or agree with observations of skill - ability 

deficits (be specific). 
3. Help them to explore alternatives and solutions. 
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4. Help them to help themselves out of "vicious circle." 

You must do something in order for employee to do something. 

Stress Control 

"Chalk talk" main points , page 7 and 8. 

Verbally review: 

J. Personal Consequences for the Employee (what are benefits of doing 
nothing?) 

K. Consequences for the Supervisor (what are the benefits of doing 
nothing?) 

(Exercise) 

Break group into three sub-groups and assign each sub-group a Case 
Study ( 1-2-3): "Using Exhibit A, arrive at a consensus decision for your 
case. You will then report back to the total group and receive an evaluation 
from them." 

(Allow time) 

Ask for a spokesman to present sub-group's "Exhibit A" after total group 
has had chance to read applicable Case. Encourage questions, critique, 
comments. Reinforce points and principles covered in text. 

L. "Chalk talk" review of "The Mouth" and "The Complainer" - see 
page 14. 
Solicit comments, ideas. 

If time permits, ask someone to volunteer a case of a current, marginal 
employee. Have them describe and leader write down essential charac
teristics on easel. Use "Exhibit A" and solicit group for ideas, comments. 
Work through case as a total group effort. 

Closure: Questions? 
Hang-ups? 
Comments? 

The supervisor is responsible for the marginal employee. No one else. 
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Managing the Marginal Employee 
A. Introduction 

What are some of the characteristics you have noticed in a marginal employee? 

Good ____________ But _____________ _ 

Good ____________ But _____________ _ 

Good ____________ But _____________ _ 

Good ____________ But _____________ _ 

Good ____________ But _____________ _ 

Good ____________ But _____________ _ 

GOOD 
POINTS 

Marginal Employee Balance 

PROBLEM 
POINTS 

B. One Word Definition of the Marginal Employee: __________ _ 

Which means : 



C. Action vs. No Action 

The big problem with the marginal employee is this: Since you don't know what to do 
with them: No Action is Taken 

The main point to remember is for any positive change on the part of a marginal 
employee will only result from your direct action to correct the situation. 

Before continuing with solutions to the marginal employee problem, let's look at some 
common marginal type employees and how these people become marginal. 

D. Position in the Organization 

The marginal employee is typically thought to be in lower level positions. This is not true. 

• The marginal employee can hold any position-from key management to "first 
job" types of assignments. 

You should be aware, however, that what makes an employee marginal in one position 
does not necessarily apply to another. For example, one employee's inability to get 
along with others may be annoying but not critical to job performance. 

-
In another position, people incapable of cooperating with other employees may balance 
out against their good points: 

GOOD 
POINTS 

E. Length of Service 

PROBLEM 
POINTS 

= MARGINAL EMPLOYEE 

Many times a marginal employee has been with the organization for several years and 
begins to drop off performance-wise, or perhaps develops an attendance problem. 
(Many times, both will occur.) The difficulty here is balancing off good perform
ance/attendance in past years versus the present difficult situation. 
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A different but related problem can occur when you have difficulty in findir:ig good 
employees-especially when some special skill is required. In these cases, you may put 
up with many problem characteristics because you need their spec ial skills. Be careful , 
those weak points may weigh more than you think-especially where the problem 
characteristics distract, upset or interfere with the job performance of other employees. 

F. Politics 

Any time there are more than two people in an organ ization, politics will have an impact 
on day-to-day decisions. Frequently, a manager or superviser will say, "I can 't do 
anyth ing with this employee because of the politics." In a few cases this is true but a 
more accurate statement would be, 

• I can 't do anything because of the pol itics, RIGHT NOW." 

With proper documentation, preparation and timing you will be able to work around 
politics. If you can't deal with a marginal employee in the way you feel is best because of 
politics, then you have a very real problem and it is not the marginal employee. 

G. Legal Risks 

Many supervisors are afraid to take an action to correct a marginal employee if that 
person happens to be a minority. In any case, you have to look at the risks : 

• What are the risks of keeping this person and doing noth ing? 

• What are the risks of trying to salvage the individual? 

• What are the risks of moving toward terminating the employee? 

Just because you try to salvage an individual does not mean they will not take legal 
action against your organization. On the other hand, if you terminate a minority, your 
organization will not necessarily be named in a suit. 

H. Psychological Factors: Personality and Attitudes 

With the increased stress placed on people by rapidly changing life styles, new values , 
and the like, it is surprising there are not more highly disturbed people employed by 
organ izations. Occasionally, supervisors will be confronted with an individual who shows 
signs of personal ity problem. Several common disorders include: 

1. Paranoid: Paranoid employees are identified most commonly where they ex
press feelings that they are being persecuted or "other people are after them" 
when there is no reason to believe this is true. 

2. Manic Depressive: These individuals· show extreme swings in mood, from 
happy and elated to down- in -the-dumps without any apparent reason for these 
shifts . 

3. "Burnout" : More common and less dramatic, but nonetheless just as serious 
for the supervisor are the following problems. Employee "burnout" is common 
in all types of organizations and is increas ing at an alarming rate, especially 
employees in those groups wh ich are experiencing rapid growth or change. 
Burnout is seen in all levels of employees (management included) who in the 
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past were positive, enthusiastic, very energetic, capable of developing new 
ideas or approaches to problems, and a high interest in their jobs. Now, how
ever, they appear to be: 

• Overworked 

• Fatigued 

• Disinterested - going through the motions 

• Resistant to change 

• Cyn ical , irritable, susp icious 

• Withd rawing into their work 

• Working longer and longer hours but accomplishing less and less. 

Causes: 

The causes of the burnout can be traced to five primary factors, three involving per
sonality factors and two, the work environment. 

Personality Factors 

• Over dedication 

• Over commitment 

• High insecurity 

Organizational Factors 

• Unclear management or employee roles, espcially in areas of job respon
si bili ties and authority 

• High internal competition among people at the same level 

In looking at the above contributory factors , it is easy to see how a combination of per
sonality and organizational characteristics can change a productive, positive individual 
into a bu rned out drone. 

The over-dedicated , over-committed people tend to bury themselves in their work as an 
end in itself and fail to enjoy anything else. They maintain few outside interests or in
volvements. High insecurity adds fuel to the potential "burnout" fire by making the in 
dividuals overly suspicious, overly sensitive, or defensive, and thereby even more 
inclined to withdraw into their work. 

Organ ization factors tru ly fin ish the job of creating a burned out employee by putting ad
ditional , unnecessary and counter-productive stress on the individual. A lack of clear 
management or employee roles in terms of responsibility and authority is a sure way of 
creating situations where managers will, out of frustration, pull away from goal related 
productive activities into a pointless, busy work pattern of work for work's sake. 

High internal , individual competition among people is a situation which sometimes "just 
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happens" but more often is intentionally created by top management to moti'-'.'ate in
dividuals. The result is usually a lot of non-productive, back stabbing and wheel spinning 
which produces anxiety, tension, and distrust rather than increased performance. 
Subscribing to this "professional athletic" approach for motivating people is somewhat 
shortsighted. While individual competition can provide short-term results, most 
professional athletes only expect to play for a short period of years and then move on to 
a totally different career and organization . If the interest is in building an organization that 
will retain and develop key employees or managers who contribute productively over an 
extended period of time, the athletic team practice of hire, training, individual com
petition internally, which leads to a high rate of short term burnout and replacement is not 
the procedure to follow. 

Remedies 

There are two ways to handle the problem of "employee burnout." The first is to try to 
salvage the burned out person; the second is to prevent this from occurring in the first 
place. 

Salvaging the Burned Out Employee 

• Don't confront the individual directly. This will only lead to more suspicion and 
defensiveness. 

• Do encourage them to take vacations periodically - not just in one big lump. 

• Do shift responsibility and routines to provide variety - but not all at once. 

• Do provide recognition for productive not non-productive busy work. Com
ments should be directed away from volume of hours worked, to accomplish
ments. 

• Do encourage particular joint responsibilities that are to be handled in a coop
erative manner. 

Preventing People from Burning Out 

• Screening and hiring procedures should identify individuals with personalities 
which encourage them to over-commit and be over-dedicated. Special attention 
should be paid to the candidate's defensiveness or tension and insecurity 
levels. Knowing the individual's tendencies to burn out, action can be taken to 
prevent this from happening. 

• Clearly define reporting relationship, areas of responsibility and authority. 
Publish and maintain an up-to-date organization chart and job descriptions. 

• Shift from individual, internal competitition and petty bickering to a cooperative 
effort based on competition with other groups or organizations. 

NOTE: Managers and professionals are not the only ones subject to burnout. 

Conscientious employees at all levels can show the symptoms. 
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Burnout Personality 

(People who are prone to burnout tendencies) 

Characteristics 

• Over-committed 

• Over-conscientious 

Originally 

• Positive outlook 

• Open to new ideas 

• Flexible 

• Actually involved in what is going on 

Change 

• Endless hours working 

• Moody, depressed 

• Closed mind 

• Feel other people are causing his/her problems 

Conditions Which Increase Burnout Reaction 

• Unclear organization , reporting relationships, position responsibilities and 
authority 

• High internal competition 

I. The Work Stress Treadmill 

Work related stress itself plays an important role in reducing an employee's ability to 
handle the job. The observant manager can spot these stress factors by talking to or 
observing the employee. The following outlines the signs and points out corrective ac
tions for reducing stress that you can suggest. 

6 

( 



Stress Control 

At the end of a typical working day, which column does your employee fall into: 

Uncontrolled Stress 

"Wiped Out" 

"Drained" 

"Exhausted" 

Controlled Stress 

"Satisfied" 

"On top of it" 

"Looking forward 
to tomorrow" 

Chances are that if you find your employees falling into the left hand column, con
sistantly, they are suffering from the common trap of many employees. 

Stress resulting from the job controlling them, rather than the employee con
trolling the job. 

When the job controls them, there is no way to run off the responsibilities and demands 
whether they are at work or away. 

By learning to recognize the "job controlling them" signs, the manager can advise 
appropriate stress reducing corrective action which will put emplovees in a oosition of 
calling the shots. 

Signs 

1. Things left undone; worry about 
things left undone; cannot relax 
with family/friends; lingering . 
thoughts of issues keep popping 
into their heads. 

2. Second thoughts about deci
sions; nagging doubts; after 
thoughts which waste time. 
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Antidotes 

A. Organize a list of unresolved prob
lems at the end of the day. 

B. Begin with immediate goals. 

• start the day by setting goals, 
(even if you have to come in 15 
min. early) 

A. Recognize after thoughts for what 
they are. 

• Don't try to reopen "shut
cases." 

• Don't dwell on after thoughts. 

• Tell themselves next time they 
will know how to avoid a wrong 
decision. 



3. Stopping short-the jolt from 
frantic, high activity to a casual 
pace can cause strain on the ner
vous system. 

4. Worrying unduly about past ex
perience or future problems. 

5. Lack of completion of tasks and 
activities inconclusively without 
any concrete results. 

A. Plan something interesting to 
begin just after work. 

8. Reserve the last half hour of work 
to clean things up. 

A. The employee should focus 
his/her thinking on how the cur
rent situation is affected by the 
past or what impact the present 
has on future plans. · They should 
not let their minds wander aim
lessly back and forth . 

A. People's psychology needs "clo
sure" -th at is-definite proof 
that an action is completed. 

• Have employees set rewards 
for themselves to signal the end 
of an activity, i.e. a break, 
lunch. 

• Note: It is clear that managers are also prize targets for stress problem. The 
above can be helpful guide lines for you. · 

If you can learn to spot these clues and deal with the situations directly, you can assist 
the employee in taking action that will remove much of the stress symptoms noted in the 
left hand column and will be replaced by controlled stress responses. 

The above are only to provide in helping understand some of the problems facing 
employees. Most people will see many of these characteristics In themselves for 
short periods of time. This Is normal. Where these characteristics become pro
longed, get advice from your personnel department or a trained profeaalonal on 
how to handle the situation. Don't try to solve the problem on your own. 

J. Personal Consequences for the Employee 

In many cases, supervisors are confused as to whether or not they should take personal 
consequences to an employee into account in making a decision as to whether to sal
vage or move toward terminating an individual. There is no "right" answer to this. Some 
supervisors take personal consequences into account, others don't. 

• If you don't, don't worry about. 

• If you do, then face up to it and make sure you include personal con
sequences to the employee in making a decision. 

• In either case, you are the one who has to live with your decision. 
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K. Consequences for the Supervisor 

If you have spent more than two evenings worrying about a marginal employee, you will 
appreciate this next segment. By following the guidelines laid out here, you can, in ten 
(10) minutes, make a decision on a course of action for dealing with any marginal 
employee. (Exhibit A,B,C,D) 
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Safe/Severance Decision Indicator 

Factors To Consider: 

I 
1. Length of Service 

2. Performance & Accomplishments 

3. Skills Involved vs. Labor Market 

4. Absenteeism/Tardiness 

5. Attitudes & Personality 

6 . "Legal" Risks 

7. Level Within Organization 

8. Supervisory Capabilities 

9. Investment (Money, Time, Training) 

10. Personal Consequences 

11 . Effect on other Employees 

12. "Political" Consequences 

TOTALS 

I 
*Assign Weights -As Follows: 

1. Minor, just something to think about. 
2. Moderately Important-could affect 

decision if all other items balance out. 

REMARKS 

(Comments or Pertinent Information) 

3. Very important-will have significant 
impact on final decision . 

4. Serious enough to be a major factor 
itself. 

Exhibit A 

IMPORTANCE* 

+ -

+ -
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Managing The Marginal Employee - Case Study #1 

Female employee, caucasian , age 57, job: Sr. Bookkeeper 

1. Length of service: 6 1 /2 years 

Exhibit B 

2. Performance and accomplishments: Was good during first few years, but has 
deteriorated over last year and a half to "below average" rating in quantity and 
quality by department head. Frequent mistakes noted over last six months, and 
seems to be getting much worse. 

3. Skills involved vs. labor market: Strong accounting experience, familiar with 
general ledger, payroll, and journal procedures. Labor market is average. 

4. Absenteeism and tardiness: Originally no problem, but in last two years, 
absenteeism has increasingly worsened-is absent 4-5 days per month on 
the average, due to illness. No tardiness problem. 

5. Attitude and personality: Tries hard, but so wrapped up in personal problems 
and health, is constantly depressed. Now avoids other employees. Not militant 
in any respect. Other senior employees feel sorry for her. Often cranky, 
argumentative, intimidates younger employees. 

6. Legal risks : Age 57, female. 

7. Level in organization: Senior Bookkeeper 

8. Supervisory capabilities: Non-supervisory, but in past often assumed com
mand or lead of all accounting clerks in absence of Department Head. Is no 
longer capable of leading or even training employees, due to attitude and 
errors. 

9. Investment: Considerable is an understatement. Knows entire accounting 
history of organization, but has most of this data in her head. She is "chief 
historian," and indispensible from a standpoint of certain information and 
former accounting procedures. Has not related this information to anyone else. 

10. Personal consequences: Is a widow, lives by herself, but near married 
daughter and son-in-law (3 grandchildren). Is self-supporting except for small 
pension and income left by husband . Employment prospects somewhere else 
are poor. Owns a duplex apartment from which she receives a small income. 

11. Effect on other employees: Although she is considered the department 
problem, she still appears to have much sympathy from others, and 
seems to be well liked by other senior employees. Her loss due to termination 
might have a serious negative effect on the morale of other employees. 

12. Political consequences: Was originally hired by an individual who has moved 
up to a position of high authority in the organization. She maintains a personal
business relationship with this key manager. 
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Managing the Marginal Employee - Case Study #2 

Female employee, minority, age 28, job: Receptionist/Typist 

1. Length of service: 1 ½ years 

EXHIBIT C 

2. Performance and accomplishments: Attractive, well-poised, handles public, 
visitors anJ callers very well, but is arrogant and unpleasant with other 
employees, especially those in equal or lower jobs. Typing is fair. She is very 
intelligent, but often avoids situations by playing dumb. 

3. Skills involved vs. labor market: Runs small 25-button phone-board, answers 
and relays all calls, greets public, and acts as pool typist when overflow re
quires it. Labor market is very good. 

4. Absenteeism & tardiness: Averages one, maybe two days absent each month. 
Tardiness is a serious problem. Often comes in 30-40 minutes late, but always 
has an excuse. 

5. Attitude and personality: Is considered to be a #1 rumor-monger, and has been 
involved in many conflicts both inside and outside of organization. Often re
ferred to as a "swinger" by co-workers. Is often insolent to other employees, 
but is carefully "polite" to superiors. She is a favorite with salesmen and 
suppliers, but has been overheard "bad-mouthing" the organization and many 
employees. She is politically active in Women's Lib and several, popular 
minority causes. She has a high temper and a short fuse, and has been warned 
on several occasions about fighting with other employees. 

6. Legal risk: It has been reported that she told some co-workers that, "If the firm 
ever so much as looked at her funny," she would put the firm, "through the 
wringer" and take them to "every labor board and government agency in the 
country." 

7. Level in organization: Clerical level. 

8. Supervisory capabilities: No supervisory responsibility. 

9. Investment: Knows all employees and departments, but this is not considered 
essential. 

10. Personal consequences: Divorced, one child, lives with one or two roommates 
in an apartment. Receives no child support, but receives some welfare benefits . 

11. Effect on other employees: With the exception of a few minority co-workers, a 
large majority of employees would be delighted to see her go. 

12. Political consequences: Top management is committed to affirmative action. 
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Managing the Marginal Employee - Caae Study #3 

Male employee, caucasion, age 23, job: Technician 

1 . Length of service: 11 months 

EXHIBIT D 

2. Performance overall: Outstanding in terms of technological knowledge. Ex
tremely high level of intelligence. Is fast, accurate, thorough, and is considered 
a perfectionist. High degree of initiative in solving technical problems, and has 
given superiors many useful, technical suggestions. · 

3. Skills involved and labor market: Is intimately familiar with and operates all 
equipment and machines, knowledge of all departmental procedures and 
special techniques. Is presently attending school for college degree and licens
ing. Labor market is poor-hard to find this type of skill. 

4. Absenteeism and tardiness: Poor-has averaged 4-5 absences each month 
for last five months-usually Monday's -'or Fridays-claiming "illness." No tar
diness, almost always reports early, when he does show up. 

5. Attitude and personality: Problem. Frequently belligerant with some co
workers, members of staff, but no problem with visitors or people outside of 
organization. Occasionally moody or sulky,_ but always polite . . Is now known to 
be "gay" and is apparently active in 1 or 2 gay community organizations out
side of work. This does not appear to ·concern female co-workers, but several 
male co-workers and staff members have frequently voiced objections. 

6. Legal risks: Is obviously sensitive to prejudices against homosexuality. Cannot 
. anticipate retaliatory actions, if any. 

7. Level in organization: Non-exempt, one of six technicians. 

8. Supervisory capabilities: No supervisory responsibilities. 

9. Investment: First 3-4 months spent in training on new machines and 
equipment, and outside (paid) seminar courses. Is one of only three 
technicians who can operate . new, important, highly complex, expensive and 
sensitive pieces of equipment. 

10. Personal consequences: Single, lived with a roommate in an apartment but 
recently moved into parent's home, same community. As far as it is known, no 
outside income, and pays for own schooling. 

11. Effect on other employees: No apparent negative effect with other employees, 
and, as noted above, some would like to see him leave. But to technical 
proficiency, however, immediate supervisor and some of staff would not like to 
lose him. 

12. Political consequences: Recent high turnover in the department has been 
criticized by top management. 
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L. Conclusion: 

These two types of marginal employees are frequently mentioned as problems by 
managers. Here's what the prol;>lems are and here is how to handle them. 

Problem 

• Talks all the time 

• May be loud 

• Annoys other employees 

• Rambles 

• Gives over-detailed answers 

"The Mouth" 

Action 

• Bury in work 

• Place in a position where 
others depend on them 

• Hold discussions with them 
during meal 

• Tell them they talk too much 
and the effect on others 

"The Complainer" 

Problem 

• Nothing is ever right 

• Always pointing out negatives 

• Feel that you and others are always 
picking on them 

14 

Action 

• Tell them the problems being 
caused for supervision and 
other employees 

• Apply steps in the disciplinary 
process 

.. 



' . • 

Managing the Marginal Employee 
A. Introduction 

What are some of the characteristics you have noticed in a marginal employee? 

Good ___________ But _____________ _ 

Good ___________ But _____________ _ 

Good ___________ But _____________ _ 

Good ___________ But _____________ _ 

Good ___________ But _____________ _ 

Good ___________ But _____________ _ 

GOOD 
POINTS 

Marginal EmployN Balance 

PROBLEM 
POINTS 

B. One Word Definition of the Marginal Employee: _________ _ 

Which means: 



C. Action vs. No Action 

The big problem with the marginal employee is this: Since you don't know what to do 
with them: No Action is Taken 

The main point to remember is for any positive change on the part of a marginal 
employee will only result from your direct action to correct the situation. 

Before continuing with solutions to the marginal employee problem, let's look at some 
common marginal type employees and how these people become marginal. 

D. Position in the Organization 

The marginal employee is typically thought to be in lower level positions. This is not true . 

• The marginal employee can hold any position-from key management to "first 
job" types of assignments. 

You should be aware, however, that what makes an employee marginal in one position 
does not necessarily apply to another. For example, one employee's inability to get 
along with others may be annoying but not critical to job performance. 

-
0000 
pO\NiS 

In another position, people incapable of cooperating with other employees may balance 
out against their good points: 

GOOD 
P.OINTS 

Z\ 
E. Length of Service 

PROBLEM 
POINTS 

MARGINAL EMPLOYEE 

Many times a marginal employee has been with the organization for several years and 
begins to drop off performance-wise, or perhaps develops an attendance problem. 
(Many times, g,oth will occur.) The difficulty here is balancing off good perform
ance/attendance in past yearn, versus the present difficult situation . 
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A different but related problem can occur when you have difficulty in finding good 
employees-especially when some special skill is required. In these cases, you may put 
up with many problem characteristics because you need their special skills. Be careful, 
those weak points may weigh more than you think-especially where the problem 
characteristics distract, upset or interfere with the job performance of other employees. 

F. Politics 

Any time there are more than two people in an organization, politics will have an impact 
on day-to-day decisions. Frequently, a manager or superviser will say, "I can 't do 
anything with this employee because of the politics." In a few cases this is true but a 
more accurate statement would be, 

• I can't do anything because of the politics, RIGHT NOW." 

With proper documentation, preparation and timing you will be able to work around 
politics. If you can't deal with a marginal employee in the way you feel is best because of 
politics, then you have a very real problem and it is not the marginal employee. 

G. Legal Risks 

Many supervisors are afraid to take an action to correct a marginal employee if that 
person happens to be a minority. In any case, you have to look at the risks: 

• What are the risks of keeping this person and doing nothing? 

• What are the risks of trying to salvage the individual? 

• What are the risks of moving toward terminating the employee? 

Just because you try to salvage an individual does not mean they will not take legal 
action against your organization. On the other hand, if you terminate a minority, your 
organization will not necessarily be named in a suit. 

H. Psychological Factors: Personality and Attitudes 

With the increased stress placed on people by rapidly changing life styles, new values, 
and the like, it is surprising there are not more highly disturbed people employed by 
organizations. Occasionally, supervisors will be confronted with an individual who shows 
signs of personality problem. Several common disorders include: 

1. Paranoid: Paranoid employees are identified most commonly where they ex
press feelings that they are being persecuted or "other people are after them" 
when there is no reason to believe this is true. 

2. Manic Depressive: These individuals show extreme swings in mood, from 
happy and elated to down-in-the-dumps without any apparent reason for these 
shifts . 

3. "Burnout": More common and less dramatic, but nonetheless just as serious 
for the supervisor are the following problems. Employee "burnout" is common 
in all types of organizations and is increasing at an alarming rate, especially 
employees in those groups which are experiencing rapid growth or change. 
Burnout is seen in all levels of employees (management included) who in the 
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past were positive, enthusiastic, very energetic, capable of developing new 
ideas or approaches to problems, and a high interest in their jobs. Now, how
ever, they appear to be: 

• Overworked 

• Fatigued 

• Disinterested - going through the motions 

• Resistant to change 

• Cynical, irritable, suspicious 

• Withdrawing into their work 

• Working longer and longer hours but accomplishing less and less. 

Causes: 

The causes of the burnout can be traced to five primary factors, three involving per
sonality factors and two, the work environment. 

Personality Factors 

• Over dedication 

• Over commitment 

• High insecurity 

Organizational Factors 

• Unclear management or employee roles, espcially in areas of job respon
sibilities and authority 

• High internal competition among people at the same level 

In looking at the above contributory factors, it is easy to see how a combination of per
sonality and organizational characteristics can change a productive, positive individual 
into a burned out drone. 

The over-dedicated , over-committed people tend to bury themselves in their work as an 
end in itself and fail to enjoy anything else. They maintain few outside interests or in
volvements. High insecurity adds fuel to the potential "burnout" fire by making the in
dividuals overly suspicious, overly sensitive, or defensive, and thereby even more 
inclined to withdraw into their work. 

Organization factors truly finish the job of creating a burned out employee by putting ad
ditional, unnecessary and counter-productive stress on the individual. A lack of clear 
management or employee roles in terms of responsibility and authority is a sure way of 
creating situations where managers will, out of frustration, pull away from goal related 
productive activities into a pointless, busy work pattern of work for work's sake. 

High internal, individual competition among people is a situation which sometimes "just 
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happens" but more often is intentionally created by top management to motivate in
dividuals. The result is usually a lot of non-productive, back stabbing and wheel spinning 
which produces anxiety, tension, and distrust rather than increased performance. 
Subscribing to this "professional athletic" approach for motivating people is somewhat 
shortsighted. While individual competition can provide short-term results, most 
professional athletes only expect to play for a short period of years and then move on to 
a totally different career and organization. If the interest is in building an organization that 
will retain and develop key employees or managers who contribute productively over an 
extended period of time, the athletic team practice of hire, training, individual com
petition internally, which leads to a high rate of short term burnout and replacement is not 
the procedure to follow. 

Remedies 

There are two ways to handle the problem of "employee burnout." The first is to try to 
salvage the burned out person; the second is to prevent this from occurring in the first 
place. 

Salvaging the Burned Out Employee 

• Don't confront the individual directly. This will only lead to more suspicion and 
defensiveness. 

• Do encourage them to take vacations periodically - not just in one big lump. 

• Do shift responsibility and routines to provide variety - but not all at once. 

• Do provide recognition for productive not non-productive busy work. Com
ments should be directed away from volume of hours worked, to accomplish
ments. 

• Do encourage particular joint responsibilities that are to be handled in a coop
erative manner. 

Preventing People from Burning Out 

• Screening and hiring procedures should identify individuals with personalities 
which encourage them to over-commit and be over-dedicated. Special attention 
should be paid to the candidate's defensiveness or tension and insecurity 
levels. Knowing the individual's tendencies to burn out, action can be taken to 
prevent this from happening. 

• Clearly define reporting relationship, areas of responsibility and authority. 
Publish and maintain an up-to-date organization chart and job descriptions. 

• Shift from individual, internal competitition and petty bickering to a cooperative 
effort based on competition with other groups or organizations. 

NOTE: Managers and professionals are not the only ones subject to burnout. 

Conscientious employees at all levels can show the symptoms. 
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Burnout Personality 

(People who are prone to burnout tendencies) 

Characteristics 

• Over-committed 

• Over-conscientious 

Originally 

• Positive outlook 

• Open to new ideas 

• Flexible 

• Actually involved in what is going on 

Change 

• Endless hours working 

• Moody, depressed 

• Closed mind 

• Feel other people are causing his/her problems 

Conditions Which Increase Burnout Reaction 

• Unclear organization, reporting relationships, position responsibilities and 
authority 

• High internal competition 

I. The Work Stress Treadmill 

Work related stress itself plays an important role in reducing an employee's ability to 
handle the job. The observant manager can spot these stress factors by talking to or 
observing the employee. The following outlines the signs and points out corrective ac
tions for reducing stress that you can suggest. 
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Stress Control 

At the end of a typical working day, which column does your employee fall into: 

Uncontrolled Stress 

"Wiped Out" 

"Drained" 

"Exhausted" 

Controlled Stress 

"Satisfied" 

"On top of it" 

"Looking forward 
to tomorrow" 

Chances are that if you find your employees falling into the left hand column, con
sistantly, they are suffering from the common trap of many employees. 

Stress resulting from the job controlling them, rather than the employee con
trolling the job. 

When the job controls them, there is no way to run off the responsibilities and demands 
whether they are at work or away. 

By [earning to recognize th~ "job controlling them" signs, the manager can advise 
appropriate stress reducing corrective action whi_ch will put employees in a position of 
calling the shots. 

Signs 

1. Things left undone; worry about 
things left undone; cannot relax 
with family/friends; lingering 
thoughts of issues keep popping 
into their heads. 

2. Second thoughts about deci
sions; nagging doubts; after 
thoughts which waste time. 

7 

Antidotes 

A. Organize a list of unresolved prob
lems at the end of the day. 

B. Begin with immediate goals. 

• start the day by setting goals, 
(even if you have to come in 15 
min. early) 

A. Recognize after thoughts for what 
they are. 

• Don't try to reopen "shut
cases." 

• Don't dwell on after thoughts. 

• Tell themselves next time they 
will know how to avoid a wrong 
decision. 



3. Stopping short-the jolt from 
frantic, high activity to a casual 
pace can cause strain on the ner
vous system. 

4. Worrying unduly about past ex
perience or future problems. 

5. Lack of completion of tasks and 
activities inconclusively without 
any concrete results. 

A. Plan something interesting to 
begin just after work. 

B. Reserve the last half hour of work 
to clean things up. 

A. The employee should focus 
his/her thinking on how the cur
rent situation is affected by the 
past or what impact the present 
has on future plans. · They should 
not let their minds wander aim
lessly back and forth. 

A. People's psychology needs "clo
sure" -th at is-definite proof 
that an action is completed. 

• Have employees set rewards 
for themselves to signal the end 
of an activity, i.e. a break, 
lunch. 

• Note: It is clear that managers are also prize targets for stress problem. The 
above can be helpful guide lines for you. 

If you can learn to spot these clues and deal with the situations directly, you can assist 
the employee in taking action that will remove much of the stress symptoms noted in the 
left hand column and will be replaced by controlled stress responses. 

The above are only to provide in helping understand some of the problems facing 
employees. Most people will see many of these characteristics In themselves for 
short periods of time. This is normal. Where these characteristics become pro
longed, get advice from your personnel department or a trained profe11lonal on 
how to handle the situation. Don't try to solve the problem on your own. 

J. Personal Consequences for the Employee 

In many cases, supervisors are confused as to whether or not they should fake personal 
consequences to an employee into account in making a decision as to whether to sal
vage or move toward terminating an individual. There is no "right". answer to this. Some 
supervisors take personal consequences into account, others don't. 

• If you don't, don't worry about. 

• If you do, then face up to it and make sure you include personal con
sequences to the employee in making a decision. 

• In either case, you are the one who has to live with your decision. 
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K. Consequences for the Supervisor 

If you have spent more than two evenings worrying about a marginal employee, you will 
appreciate this next segment. By following the guidelines laid out here, you can, in ten 
(10) minutes, make a decision on a course of action for dealing with any marginal 
employee. (Exhibit A,B,C,D) 
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0 

I 

Safe/Severance Decision Indicator 

Factors To Consider: 

I 
1. Length of Service 

2. Performance & Accomplishments 

3. Skills Involved vs. Labor Market 

4. Absenteeism/Tardiness 

5. Attitudes & Personality 

6. "Legal" Risks 

7. Level Within Organization 

8. Supervisory Capabilities 

9. Investment (Money, Time, Training) 

10. Personal Consequences 

11. Effect on other Employees 

12. "Political" Consequences 

TOTALS 

I 
*Assign Weights As Follows: 

1. Minor, just something to think about. 
2. Moderately Important-could affect 

decision if all other items balance out. 

REMARKS 

(Comments or Pertinent Information) 

3. Very important-will have significant 
impact on final decision. 

4. Serious enough to be a major factor 
itself. 

Exhibit A 

IMPORTANCE* 

+ -

+ -
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Managing The Marginal Employee - Case Study #1 

Female employee, caucasian, age 57, job: Sr. Bookkeeper 

1. Length of service: 6 1 /2 years 

Exhibit B 

2. Performance and accomplishments: Was good during first few years, but has 
deteriorated over last year and a half to "below average" rating in quantity and 
quality by department head. Frequent mistakes noted over last six months, and 
seems to be getting much worse. 

3. Skills involved vs. labor market: Strong accounting experience, familiar with 
general ledger, payroll, and journal procedures. Labor market is average. 

4. Absenteeism and tardiness: Originally no problem, but in last two years, 
absenteeism has increasingly worsened-is absent 4-5 days per month on 
the average, due to illness. No tardiness problem. 

5. Attitude and personality: Tries hard, but so wrapped up in personal problems 
and health, is constantly depressed. Now avoids other employees. Not militant 
in any respect. Other senior employees feel sorry for her. Often cranky, 
argumentative, intimidates younger employees. 

6. Legal risks: Age 57, female. 

7. Level in organization: Senior Bookkeeper 

8. Supervisory capabilities: Non-supervisory, but in past often assumed com
mand or lead of all accounting clerks in absence of Department Head. Is no 
longer capable of leading or even training employees, due to attitude and 
errors. 

9. Investment: Considerable is an understatement. Knows entire accounting 
history of organization, but has most of this data in her head. She is "chief 
historian," and indispensible from a standpoint of certain information and 
former accounting procedures. Has not related this information to anyone else. 

10. Personal consequences: Is a widow, lives by herself, but near married 
daughter and son-in-law (3 grandchildren). Is self-supporting except for small 
pension and income left by husband. Employment prospects somewhere else 
are poor. Owns a duplex apartment from which she receives a small income. 

11. Effect on other employees: Although she is considered the department 
problem, she still appears to have much sympathy from others, and 
seems to be well liked by other senior employees. Her loss due to termination 
might have a serious negative effect on the morale of other employees. 

12. Political consequences: Was originally hired by an individual who has moved 
up to a position of high authority in the organization. She maintains a personal
business relationship with this key manager. 
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Managing the Marginal Employee - Case Study #2 

Female employee, minority, age 28, job: Receptionist/Typist 

1. Length of service: 1 ½ years 

EXHIBIT C 

2. Performance and accomplishments: Attractive, well-poised, handles public, 
visitors and callers very well, but is arrogant and unpleasant with other 
employees, especially those in equal or lower jobs. Typing is fair. She is very 
intelligent, but often avoids situations by playing dumb. 

3. Skills involved vs. labor market: Runs small 25-button phone-board, answers 
and relays all calls, greets public, and acts as pool typist when overflow re
quires it. Labor market is very good. 

4. Absenteeism & tardiness: Averages one, maybe two days absent each month. 
Tardiness is a serious problem. Often comes in 30-40 minutes late, but always 
has an excuse. 

5. Attitude and personality: Is considered to be a #1 rumor-monger, and has been 
involved in many conflicts both inside and outside of organization. Often re
ferred to as a "swinger" by co-workers . Is often insolent to other employees, 
but is carefully "polite" to superiors. She is a favorite with salesmen and 
suppliers, but has been overheard "bad-mouthing" the organization and many 
employees. She is politically active in Women's Lib and several, popular 
minority causes. She has a high temper and a short fuse, and has been warned 
on several occasions about fighting with other employees. 

6. Legal risk: It has been reported that she told some co-workers that, "If the firm 
ever so much as looked at her funny," she would put the firm, "through the 
wringer" and take them to "every labor board and government agency in the 
country." 

7. Level in organization: Clerical level. 

8. Supervisory capabilities: No supervisory responsibility. 

9. Investment: Knows all employees and departments, but this is not considered 
essential. 

10. Personal consequences: Divorced, one child, lives with one or two roommates 
in an apartment. Receives no child support, but receives some welfare benefits . 

11. Effect on other employees: With the exception of a few minority co-workers, a 
large majority of employees would be delighted to see her go. 

12. Political consequences: Top management is committed to affirmative action. 
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Managing the Marginal Employee - Case Study #3 

Male employee, caucasion, age 23, job: Technician 

1. Length of service: 11 months 

EXHIBIT D 

2. Performance overall: Outstanding in terms of technological knowledge. Ex
tremely high level of intelligence. Is fast, accurate, thorough, and is considered 
a perfectionist. High degree of initiative in solving technical problems, and has 
given superiors many useful, technical suggestions. 

3. Skills involved and labor market: Is intimately familiar with and operates all 
equipment and machines, knowledge of all departmental procedures and 
special techniques. Is presently attending school for college degree and licens
ing. Labor market is poor-hard to find this type of skill. 

4. Absenteeism and tardiness: Poor-has averaged 4-5 absences each month 
for last five months-usually Mondays or Fridays-claiming "illness." No tar
diness, almost always reports early, when he does show up. 

5. Attitude and personality: Problem. Frequently belligerant with some co
workers, members of staff, but no problem with visitors or people outside of 
organization . Occasionally moody or sulky, but always polite. Is now known to 
be "gay" and is apparently active in 1 or 2 gay community organizations out
side of work. This does not appear to concern female co-workers, but several 
male co-workers and staff members have frequently voiced objections. 

6. Legal risks: Is obviously sensitive to prejudices against homosexuality. Cannot 
anticipate retaliatory actions, if any. 

7. Level in organization: Non-exempt, one of six technicians. 

8. Supervisory capabilities: No supervisory responsibilities. 

9. Investment: First 3-4 months spent in training on new machines and 
equipment, and outside (paid) seminar courses. Is one of only three 
technicians who can operate new, important, highly complex, expensive and 
sensitive pieces of equipment. 

10. Personal consequences: Single, lived with a roommate in an apartment but 
recently moved into parent's home, same community. As far as it is known, no 
outside income, and pays for own schooling. 

11. Effect on other employees: No apparent negative effect with other employees, 
and, as noted above, some would like to see him leave. But to technical 
proficiency, however, immediate supervisor and some of staff would not like to 
lose him. 

12. Political consequences: Recent high turnover in the department has been 
criticized by top management. 
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L. Conclusion: 

These two types of marginal employees are frequently mentioned as problems by 
managers. Here's what the problems are and here is how to handle them. 

Problem 

• Talks all the time 

• May be loud 

• Annoys other employees 

• Rambles 

• Gives over-detailed answers 

"The Mouth" 

Action 

• Bury in work 

• Place in a position where 
others depend on them 

• Hold discussions with them 
during meal 

• Tell them they talk too much 
and the effect on others 

"The Complainer" 

Problem 

• Nothing is ever right 

• Always pointing out negatives 

• Feel that you and others are always 
picking on them 

14 

Action 

• Tell them the problems being 
caused for supervision and 
other employees 

• Apply steps in the disciplinary 
process 
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LEADER'S GUIDE 
Motivation 

Introduce self; 

Major objectives of 
session - to delineate 
the interplay of incentives 
and motives; 

To examine the effect of 
individual differences in 
motivation on choosing 
effective incentives -
appeals; 

To review some useful 
ways of looking at and 
understanding motivation; 

And to emphasize the 
importance of knowing 
others in order to link job 
motives and incentives 
realistically and effectively. 

Encourage participation 

Good Morning. For those of you who might not 
know me, I'm 
the ________ for WCIRA. I'd like 
to welcome each of you to this training 
session and give you a general idea of our 
objectives. 

In this session we are going to review some of 
the distinctions regarding job incentives and 
motivations and develop ideas regarding their 
usefulness in understanding job behavior. We 
will examine group survey data and individual 
cases in order to gain an appreciation of the 
importance of individual differences in develop
ing incentives that do or do not "turn on" a 
person's motivation. 

We will examine several important theories of 
motivation which were developed from analyses 
of organizations and how these studies aid in 
developing knowledge or insight into co-workers 
as well as ourselves. And finally, having re
viewed these various theories, we will return to 
a further consideration to the "turned on" em
ployee and the supervisor's role or respon
sibility in helping that happen. 

This is your training session. So let's talk about 
experiences, ideas and use your data to test and 
work through those training materials. We have 
provided some examples but these are merely 
suggestions. We hope they will stimulate you to 
provide some of your own experiences that will 
be of interest to the group. 
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Definition 

Motive: A need or desire that causes {or has the potential to cause) a person 
to act. It is "inside" the person, e.g., hunger, loneliness, love, fear, 
etc. 

Incentive: Something that incites or has a tendency to activate action or 
determination. It is "outside" of the person, e.g ., food, friends, 
prestige, etc. Some incentives, as we shall see, may become 
"internalized" or adopted as valued feelings or beliefs, e.g., flag 
patriotism {symbolism). 

Let's examine differences in motivation as expressed by incentives desired 
by two different groups: Non-supervisory employees and what supervisory 
employees guess their subordinates desire. 

CHALKBOARD 

What do you want most from your jobs? 

Supervisor's Estimate 

1 . Fair day's pay for fair day's 
work 

2. Job security 
3. Interesting work 

4. Promotion based upon per
formance 

5. Supervisory understanding 
and appreciation of efforts. 

Non-Supervisory 

1 . Credit for doing good job 

2. Interesting work 
3. Fair day's pay for fair day's 

work 
4. Supervisory understanding and 

appreciation of efforts 
5. Promotion based on perfor

mance. 

What are the three most important findings here? 

1. Supervisors do not realize the employees' need for strokes - "credit for 
doing a good job." 

2. Supervisors put too much emphasis on the belief that subordinates are 
anxious or fearful about layoff, transfer or unexpected, major changes 
in job, i.e., "job security." 

3 . Supervisors over-value the importance of pay. 
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Let's take each one of these findings and make some guesses as to what's 
going on (list on chalkboard - solicit ideas). 

Supervisors do not realize the employees' needs for receiving credit for 
doing a good job. 

• Supervisors believe "credit is in the paycheck" 
• Supervisors expect good performance routinely 
• Supervisors feel they are fair and encouraging 
• Subordinates believe good work is not appreciated 
• Subordinates expect equal treatment whether doing acceptable, average, 

or good jobs 
• Subordinates feel supervisors are too impersonal, avoiding charges of 

favoritism, not knowledgeable enough about what's really going on, etc. 

Supervisors place too much emphasis on how subordinates feel about 
job security. 

• Supervisors misinterpret inquiries, comments and rumors re: schedules, 
sales, layoff-recall, etc. Employees merely wish to know more about how 
the organization is doing (poor general communications downward)* 

• Supervisors may be projecting own insecurities, anxieties, i.e., the stress 
of their own position 

• Supervisors may be using job security as a "potential" in attempts to 
down-play expected or real demands of employees 

• Management may be doing this to supervisors and they are tacitly trans
ferring or displacing it to subordinates 

• Historical hangover: Supervisors know that it has been a real issue in 
the past and do not recognize that it has been solved to the satisfaction 
of employees and / or other issues have emerged through time and are 
now deemed more important 

* A variant of this is that employees do, rather incessantly, "bug" supervisors 
about job security issues as a means of getting reassurances, additional in
formation - not because job security is of primary "importance." 

Supervisors over-value the importance of pay. 

• Again, misinterpreting at "face value" when it's symptomatic of other 
problems, i.e., management secretiveness 

• Again, projecting own dissatisfaction with pay 
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• Again, using pay as a hoped-for panacea to neutralize or down-play other 
potential, more difficult to deal with demands 

• An upward communication strategy, tacit or not, for dealing with above-
cited notions indirectly 

• Historical hangover 

If the group is especially talkative, you may wish to informally review motives 
of others based upon mechanisms of projection, displacement and transfer. 
Authority issues and dimensions are particularly important, of course, for 
both supervisors and subordinates, etc. 

Exercise 

Case Histories (3) 

Assign to 3 groups, each group to prepare report for feedback to others. 
Directions: 

"Using any ideas developed by Maslow, Herzberg, or McGregor that 
seem useful to you, develop a list of incentives you believe will result in 
increasing the effectiveness of the employee in your case. For each 
incentive listed, list the motive or need to which it is linked. Next, list 
known or likely evidence to support each motive. Feel free to guess or 
estimate some of the evidence. Finally, list the strategy /tactics that 
you would recommend to motivate the individual." 

Incentive Motive Evidence (known or likely) Strategy /tactics 

Instructor is to "float" among the groups and be available as a resource. 
There is going to be some frustration because of lack of knowledge - the 
employee characterizations are necessarily brief, one-dimensional, etc. 
Maybe encourage participants to "novelize" (enrich) basic information and 
elaborate into a realistic, complex employee. 

The feedback reports can be critiqued and commented upon by all, and the 
instructor can emphasize or reinforce the following: 

1. Really need comprehensive and "intimate" knowledge of others 
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2. Need to develop hunches of the "secret self" 
3. Frequently there is significant "hidden data" (home, family, health, etc., 

and work history/ experience and events that are concealed or avoided 
thinking or talking about) 

4. Need some innovative or creative thinking regarding design, develop
ment and utilization of incentive elements that will really "grab" (link) 

5. Analysis and planning of a "motivational plan" is hard work and time 
consuming 

Talk briefly on MBO as a potentially powerful "motivation plan" for both 
supervisor and subordinate within the context of also satisfying organization 
(position) needs. 

MOTIVATION 
INSTRUCTION SEQUENCE 

Introduction 

Definitions - motives, incentives 

Different Motivation for Different People 

Surveys 

Case Histories 

Incentives (and Non-Incentives) 

Some Useful Ways of Looking At Motivation 

Maslow's Pyramid 

Herzberg's Two-Factor Theory 

McGregor's Theory-X Theory-Y 

Linking Incentives to Motives 
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MOTIVATION 
Introduction or Overview 

Before looking at some everyday examples of job behavior from the view
point of motivation, it will be helpful to review several basic ideas. Webster 
defines motive as: 

"Something that causes a person to act (as a need or desire) or relating 
to motion or the causing of motive." 
Synonym - Incentive 

Webster on Incentive: 

"Something that incites or has a tendency to incite to action or deter
mination." 
Synonym - Motive 

Except under laboratory conditions, we cannot measure a "motive." We 
cannot weigh it, taste it, see it, etc. So how do we know if a motive exists? 
We infer or guess its existence by observing acts or behavior, that is to say, 
the effects or outcomes of its influence. Like gravity, although "hidden," 
its forces and effects are central factors in our lives. 

It is easy to guess the motives of babies because their needs or desires 
are limited to physical - survival / comfort requirements. But as the child 
matures, develops and experiences an ever-widening world, new needs 
and desires emerge, earlier ones fade or become less important, and by 
adulthood we become very complicated in terms of our motives: Some 
motives we share in common with all others, some are distinctive and 
limited to our culture, others are wholly individualistic, and not infrequently 
some are in conflict, both within ourselves and with others. 

Different Motivation for Different People 

We can see then, that in the normal, healthy adult, motivation is indeed a 
complex "something." It is dynamic; changing or modifying through time, 
through place or circumstance and varying with whatever groups or indi
viduals we are with. Fortunately, we share a large number of common 
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needs and desires which are relatively easy to guess by virtue of our 
common behaviors. Yet even these common needs are seen in significantly 
different ways depending upon who we are, where we are and, in a sense, 
where we're "coming from." 

The following results of an attitude survey given to several thousand em
ployees point out some of these differences. Non-supervisory employees, 
when asked "What do you want most from your job?," cited the following: 

Most Frequently Mentioned 

"Credit for doing a good job" 
"The work is interesting" 
"Fair pay for fair day's work" 
"Supervisor understands and appreciates your efforts" 
"Promotion based on job performance" 

Least Frequently Mentioned 

"Job security" 
"Physical working conditions" 
"Help with own personal problems" 

1st choice 
2nd choice 
3rd choice 
4th choice 
5th choice 

8th choice 
7th choice 
6th choice 

Supervisory employees at the same time were asked to predict (infer or 
guess) what the outcome of the attitude survey for employees was apt to 
be. Here are their responses: 

Most Frequently Mentioned 

"Fair day's pay for fair day's work" 
"Job security" 
"The work is interesting" 
"Promotion based on job performance" 
"Supervisor understands and appreciates your efforts" 

Least Frequently Mentioned 

"Help with personal problems" 
"Credit for doing a good job" 
"Physical working conditions" 
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1st choice 
2nd choice 
3rd choice 
4th choice 
5th choice 

8th choice 
7th choice 
6th choice 



Such results are not uncommon and lead us to our next observations 
regarding motivation: 

1. Commonly held specific needs or desires receive enormously different 
emphasis or weight (what psychologists call "saliency") from individual 
to individual. 

2. Groups can be usefully studied in terms of the relative emphasis placed 
upon commonly-shared motives as illustrated by their common (herd?) 
behaviors or acts. 

Incentives 

It follows then, that the more behaviors we can observe, especially in 
varying times, circumstances and places, the better prepared we are to 
develop correct guesses as to the needs and desires, the values and 
beliefs, which shape a person's acts. This skill, (based upon observation), 
is sometimes referred to as "insight." Similarly, if we have knowledge about 
groups to which the individual belongs, we may further sharpen our insights 
into "where they're coming from." And why is such knowledge important 
and of particular concern to the leader or supervisor? To answer this, we 
will consider the incentive aspects of motivation as it relates to the motives 
side of our subject. 

Again, an incentive is something that stimulates action or behavior. The 
simplest example of an incentive is pain or the avoidance of pain as exem
plified by a hot stove burning your hand. Its work related counterpart is the 
famous KITA theory of motivating, (spurring to action), indelicately referred 
to as "kick-in-the-ass." Thus, one category of incentives is directly related 
to those early life motives of physical survival noted earlier: Safe working 
habits and conditions to avoid injury or illness, conforming behaviors to 
avoid criticism or isolation, accumulating power to avoid dependency or 
helplessness, etc. Such incentives have their positive rewards too: Healthy, 
zestful living; a satisfying, enriched social life; etc. 

Incentives vs. Non-Incentives 

It is . easy to see that there are many incentives, as many as there are 
motives, and that they also vary from simple and direct to complex, long
term rewards. The "push/ pull feature" of incentives is their potential to 
encourage avoidance as well as to stimulate approach or engagement as 
in the "Carrot and Stick" notion of managing. However, there is another 
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aspect to incentives, namely, those incentives that aren't incentive. That is, 
incentives that don't work or are not operable. Such incentives are not asso
ciated with or attachable to a motive, usually because the motive (need or 
desire) has dropped out or is of very low value to the individual or group. 
Awarding a steak dinner to a vegetarian would be irrelevant at best, and an 
insult at worst. For some, incentives that may be very effective in influ
encing behavior, may be totally ineffective or may be perceived as harmful 
or debasing by others. It is important that we understand which incentives 
do what in association with various motives. It is the interplay of these 
considerations which determine our approach to the process of motivation. 

The following are brief descriptions of several theorists' efforts to integrate 
these considerations. Interestingly, each assumes that the normal state of 
affairs is that all human beings are highly motivated. So, our issues will not 
be "turning on" or "jacking up" people - they already are! 

SOME USEFUL WAYS OF LOOKING AT MOTIVATION 

Maslow's Pyramid 

Maslow views motivation in terms of developmental stages; each building 
upon the other toward an ever-increasing complexity. He represents this 
process as a hierarchy of needs/desires. 

ESTEEM 

BELONGING 

SAFETY 

PHYSIOLOGICAL 
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- Highest self-fulfillment 

- Achievement, respect, 
confidence, freedom 

- Intimacy, acceptance 

- Protection, predictability 

- Thirst, hunger 



Except for a handful of basic needs, Maslow points out that many of our 
motives may only be partially fulfilled or rewarded and, in some instances, 
endangered. Hence, on a given day, our "restlessness," energy or drive 
depends upon which portions of the pyramid we occupy. But the order of 
importance is from the base upward. This means, for example, if a person 
perceives their intimacy-acceptance needs as sorely deprived, there will 
not be much effort or attention devoted to the "higher" needs of Esteem or 
Se If-Actualization. 

In such an event, other incentives regarding these latter motives is in
effective. Similarly, to emphasize rewards or punishments to Physiological 
or Safety needs is wide of the mark. In either case, it "ain't where the 
person 's at." A satisfied need is no longer a motivator, and a sufficiently 
unfulfilled need will block the striving for higher motives. 

Maslow's Pyramid helps us to understand that unless a motive is important 
and associated with an incentive relevant to it, the process of motivation for 
that particular part of the pyramid does not exist at this time. Moreover, a 
given motive/ incentive link may be of such emphasis or priority, that other 
motive / incentive links are of little or no consequence. Declining the oppor
tunity for overtime pay is frequently an example of the latter. 

Herzberg's Two-Factor Theory 

Frederick Herzberg conducted extensive surveys and interviews with 
thousands of employees in various types of organizations. 

He recognized that as job needs are satisfied , new ones develop. For 
example, as employees gain job security and good wages, they increase 
their attention and importance given to advancement, responsibility, recog
nition, achievement, and the like. 

In reviewing and analyzing these surveys he came to the conclusion that 
the factors contributing to high job satisfaction were features of the job 
performance itself. That is to say, task content elements. These are called 
motivators. They are closely related to the needs for achievement and 
psychological growth. Obviously then, in Herzberg's scheme, it is recom
mended that the job or work itself be enriched or "loaded" with factors to 
ensure high satisfaction / motivation outcomes: 

Achievement 
Recognition 
Task Challenge 
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Responsibility 
Advancement 
Growth in Competencies 



Similarly, he reviewed and analyzed data reported as leading to high dis
satisfaction. He concluded that these elements were not associated with 
the job-task features as such, but dealt with the conditions in which work is 
performed. Herzberg calls these "hygiene" factors which are extrinsic to 
the job-task: 

Organization Policy & Administration 
Supervision 
Working Conditions 
Interpersonal Relationships 

Salary 
Status 
Security 

Herzberg further concluded that these condition factors are not motivating 
in job relevant ways. They do not contribute to job satisfaction, but only to 
job dissatisfaction. In other words, job satisfaction and job dissatisfaction 
states are not opposite of each other. They are separate, distinct factors. 
Hence, the two-factor theory. 

The absence of effective condition factors leads to low or no satisfaction, 
and little or no satisfaction results in problems to be sure, but these are not 
job motivation issues. Conversely, the absence of growth motivators does 
not lead to little or no job satisfaction, but to job dissatisfaction. Job dissatis
faction is a motivation issue. 

JOB MOTIVATORS 

HI LO 
A B 

HI HI DIS-
SATISFACTION SATISFACTION 

JOB 
CONDITIONS C D 

LO NO DIS-
SATISFACTION SATISFACTION 

Only conditions (cells) "B" and "D" are motivational issues. 
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Thus, Herzberg 's work helps us understand such common occurrences as 
the skilled, highly motivated employee who incessantly complains about 
"everything and everyone" while performing outstanding work (cell C). 
Or, conversely, the hanger-on employee whose job performance just gets 
by in spite of the fact that this person works in the best-paying, cradle-to
grave organization in town (cell 8). 

McGregor's Theory X-Theory Y 

Douglas McGregor, in developing an organization, concluded that most 
organizations could be assigned to two categories (X or Y), depending upon 
the beliefs management holds regarding the nature of human beings. These 
assumptions are concerned with motivation. 

One category or set of assumptions he labeled the "X Organization." 

The X Organization 

1 . Management is responsible for directing employees' efforts, for 
motivating them, controlling their actions and modifying their behavior 
to fit the economic needs of the organization. 

2. Without this active intervention by management, people would be 
passive - even resistant to organizational needs. They must therefore 
be persuaded, rewarded, punished, controlled. Their activities must be 
directed. 

The assumptions or widespread beliefs behind this view are: 

• The average person is by nature lazy, working as little as possible. 
• Lacking ambition and disliking responsibility , the average person 

prefers to be led. 
• The average person is inherently self-centered and indifferent to organi-

zational needs. 
• The average person is by nature resistant to change. 

These propositions or beliefs (usually "silent"), argued McGregor, result in 
varying forms of "hard" management, "soft" management, and "in between" 
management ("firm but fair"). But whether coercive or permissive, the task 
of managing performance is not the employee'& (self) responsibility. Direct
ing and controlling others behavior is the manager's job, based, more or 
less, implicity in the "theory" cited above. Thus, the organization becomes 
what management believes or expects it to be - directive and controlling. 
The organization creates or causes the behavior it assumes to exist, not 
vice-versa. 
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In contrast to the foregoing set of assumptions or beliefs about people, the 
"Y Organization" is characterized differently. 

The Y Organization 

1 . Management's responsibility is to arrange conditions and methods of 
operation so that people can achieve their own goals best by directing 
their own efforts toward organizational objectives. 

2. The motivation, the potential for development, the capacity for assuming 
responsibility and the readiness to direct behavior toward organizational 
goals are all present in people. Management does not put them there. 
Management's responsibility is to aid and support people to recognize 
and develop these human characteristics for themselves. 

The assumptions behind this view are those of Professor Maslow. Thus, the 
manager's job is one of creating enriching jobs allowing for growth, 
removing obstacles, encouraging recognized potential and providing 
guidance that is personally relevant to the employee. It is not managing by 
directing and controlling . 

It is clear that McGregor's Y Organization is closer to Maslow's and Herz
berg's ideas than is the X type of operation . We can now see the emerging, 
central issue: Is the process of motivation primarily a matter of internalized 
motives and incentives under the control of the individual? Or is it a matter 
of external incentives provided by others to carefully match up with the 
individual's (or group's) motives in order to reinforce desired actions or 
outcomes ("behavior shaping")? Are these strategies (external / internal) in 
conflict? We are now prepared to examine the other side of the motivation 
coin - incentives. 

Notice we used the term "internalized incentives" above. Many incentives, 
especially those associated with emotional or feeling states, are internal to 
the person rather than having an external locus. Consider for example, the 
sense of pride or sense of feeling good about oneself after completing a 
challenging task. It is not a coincidence that high performance individuals 
feel good about themselves. High job satisfaction, high quality of work, high 
work motivation , low absenteeism and turnover frequently characterize them. 
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Being "turned on" to one's work because of the positive feelings generated 
by doing well is not dependent on external factors such as incentive pay 
or the boss' compliments. Likewise, the avoidance of certain emotional 
states provides powerful internal incentives to sustained actions. Avoidance 
of feelings of embarrassment, anger, failure, stress, fear and the like are 
examples of these. 

Thus, providing circumstances and conditions that tap in to the individual's 
existing motive/ incentive preferences in a relevant way (to them), is gen
erating the process of motivation. 

External incentives are important to our consideration too. Remember 
Maslow's theory that basic needs must be satisfied (and thus, drop out as 
motivators) before "higher level" (hierarchical) needs emerge as operant? 
Thus, fair pay, good working conditions and job security - all externally 
determined incentives - set the stage for the "growth factors." For 
example, an employee who is fearful for his safety because of a particularly 
dangerous job, or the employee who feels put down because of abusive 
supervision or co-workers, is not going to be turned on by a pay increase, 
a new tuition reimbursement plan or the like. Again, it's not where they're 
"coming from." 

As we noted initially, motives vary in time, place and circumstance, both 
within persons, between persons and with groups. We need insight or 
knowledge about them in order to tap into the relevant incentives. Let's look 
at some common motive / incentive patterns obtained by surveys from 
several groups. 

Young, Poorly Educated Employees 

They need cash now (poor credit, no reserves) 
They need to avoid injury - exhaustion 

Given these needs, what incentives will be relevant to motivate them 
toward work? 

1. High pay and overtime opportunity, cost-of-living adjustments 
2. Safeguards against dangerous working conditions 
3. Adequate lunch, rest and break time 
4. Disability insurance protection 
5. Health insurance protection 
6. Supervisory consideration in spreading tough jobs 
7. Job security or unemployment protection 
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Team of Young But Experienced Professionals/Supervisors 

They need achievement and growth 
They need prestige and power 

Here are some incentives/ conditions that are likely to encourage "turn-on": 

1 . Complex assignments 
2. Freedom to problem-solve 
3. Participation in defining and organizing projects 
4. "Authority access" to other persons and resources 
5. Opportunity to supervise others 

These examples suggest some of the differences in motive/ incentive 
linking required to obtain job relevant motivational patterns. "Different 
strokes for different folks" (or groups) is an apt principle in these regards. 
However, and this is especially true in America, there is a large, common 
core of needs that all share: decent working conditions, livable compensa
tion and a chance to be meaningful to ourselves and to others. 

Motivation is a complex process because I am complex and you are 
complex. Larger and larger organizations which require the smooth integra
tion of highly specialized persons and functions increase this complexity. 
However, the observant and reasonably sensitive supervisor mindful of the 
core notions reviewed herein, may enhance the "motivational space" for 
others - and just as importantly, for himself. When done well, the payoff is 
outstanding . 

Finally, with the increasing democratization of the work place and the 
unprecedented growth of "knowledge workers" (well-educated specialists), 
the authoritarian and one-way methods of motivating employees are 
becoming less acceptable and less effective. 

These employees desire a "piece of the action" in determining their jobs 
and performance dimensions. They tend to be resistant to authority pro
nouncements and exhortations. They emphasize objectivity in these 
regards and "up front" expectations. These trends have given rise to a 
series of techniques and programs called "Management-By-Objectives" 
which answers these challenges. As a motivational program as well as a 
planning; organizing effort, M-8-0 has become increasingly popular in 
American organizations. 
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MOTIVATION 
Industrial 

Congratulations! 

As the new Assistant Plant Manager for Avco Manufacturing, your first 
week has been hectic. 

In between meetings with Production Control, the Plant Manager, the con
tractors who are two months behind on the new 5,000 foot warehouse, 
trying to buy a house, learning that your secretary can't spell, setting up the 
United Fund banquet, a little political intrigue with the QC Manager, you've 
somehow managed to meet most of the department heads. 

Anyway, the first week's over and today is Saturday morning. You are 
driving over to the real estate office to spend the day looking at houses with 
a real estate agent who can't stop talking and wears too much perfume. 

As you are driving along, you start to run over in your mind some of the 
problems you came across during the past week. 

• Budget Problems 
• Production Scheduling 
• Overtime Refusal by Employees 

Your thinking shifts over to short, private discussions you had with the 
department heads and their comments, and three conversations pop into 
your head. 

Each of the three discussions had to do with a "problem employee," and 
during these particular conversations each of the three department heads, 

• Maintenance General Foreman 
• Manager of Quality Control 
• Production Manager 

had asked you for ideas on how to motivate these employees. 
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BACKGROUND: Motivating the Senior Employee 

The first conversation you recall is with the Maintenance General Foreman, 
Pat Perkins, who described his "problem employee," George Hawkins, a 
mechanic who had "peaked out" performance-wise and settled back into 
a comfortable, slightly-above-average work output pattern. 

1. Characteristics of the Senior Employee 

• Position: Line Mechanic 
• Age: 60 
• Years with Plant: 12 
• Education : 8 years 
• Marital Status: Married, two children who are financially independent 

of the parents. 
• Wife: Employed by Federal Government General Services Admin

istration as a budgetary department head, G.S.-9. Age 60 and plans 
to retire in two years. 

• Wages: Top of the range, top step in classification 

2. The Situation: 

George Hawkins' Foreman had discussed him with Pat Perkins, the 
Maintenance General Foreman, after George's recent performance 
appraisal, and several considerations came out. 

• George's performance wasn't bad but it wasn't as good as it could 
be. He's adequate but doesn't push to get things done. 

• George had mentioned that the job was routine, yet he didn't mind 
that. He sort of likes the steady nature of the job. 

• George seemed a little insecure about his job, what with all the new 
line mechanics being high school graduates. 

• The Maintenance Department had implemented a change from each 
mechanic doing one type of repair on all equipment to assigning each 
mechanic to provide complete maintenance for several pieces of 
equipment. George didn't feel this change would do any good. 

• George enjoys working with the new employees and helping to 
orient them. 
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• While receiving three weeks vacation a year, George and his wife 
recently purchased a new camper and would like to take more time 
off. 

• In the past, George had turned down offers to move into supervision; 
twice by saying he didn't want the responsibility. This was probably 
a good thing since George is: 

• Good technically but not especially creative or perceptive 
• Likes to keep busy at just about anything 
• A follower not a leader 
• Tends to get very absorbed in what he is doing and doesn't like 

to be interrupted. He has commented that "a good job speaks 
for itself." 

What is needed to "motivate" George to take a more active interest in his 
job and push a little harder to get things done? You have to keep in mind 
that you can't: 

a. Increase his salary immediately 
b. Promote him immediately 
c. Transfer him 
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BACKGROUND: Motivating the Aggressive Employee 

The Quality Control Manager was very concerned about John Phillips, one 
of the Quality Control Technicians. John is very competent as a technician , 
but he gets involved in many things he shouldn't such as: 

a. Telling the other technicians what to do, which several resent. 
b. A "superior" attitude and condescending tone in dealing with 

employees in other departments. 
c . Has mentioned that he is "invaluable" and if he quits, he will proba

bly take two of his close friends with him. 

1. Characteristics of the aggressive employee 

• Position: Quality Control Technician 
• Age: 30 
• Years with Plant: Three 
• Education: B.S. in Production and Quality Control 
• Marital Status: Married, two small children; recently purchased a 

house 
• Wife: Works as a secretary for a bank 
• Wages: Middle of salary range, middle step in classification 

2. The Situation: 

• The Quality Control Manager has spoken to John several times but 
has not wanted to push too hard for fear of losing him and two of his 
friends if he should leave. 

• John is an excellent performer. 
• The loss of John and his two friends would be a substantial problem 

in terms of the work load and extreme difficulties in recruiting 
replacements. 

• John has mentioned that the work is no longer challenging and that 
he is getting bored with the routine. 

• The Production Foremen think John is great because of his technical 
competence and he knows how to play up to their egos. 

• John has mentioned an interest in moving into supervision. 
• John's educational background is excellent. 
• He has a very quick, perceptive mind and is above average in 

creativity. 
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• Outgoing, extroverted, enthusiastic and talks too much. 
• No trouble making a decision. 
• A perfectionist, he gets impatient and irritable with delays. 
• Tends to speak out of turn. 
• Lots of nervous energy. 
• He can be very persuasive or very dominant. 

What is needed to motivate John to channel his energies in a more pro
ductive direction? Remember, you can't: 

a. Increase his salary immediately 
b. Promote him immediately 
c. Transfer him 
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BACKGROUND: Motivating the New Employee 

Your discussion with the Production Manager was interesting . He told you 
about one of his new employees, Bob Parker, who had completed the 
90-day probationary period two months ago. All through the probationary 
period he had seemed very eager to learn, tended to show up for work 
early and leave late. Now, he appears to have lost a lot of his drive. While 
his work is generally completed on time, he seems to have reduced his 
output from an "outstanding" level to about average since the end of his 
probationary period. There is no sudden decline, just a steady erosion 
of performance. 

1. Characteristics of the new employee: 

• Position : Press Operator 
• Age: 24 
• Years with Plant: 5 months 
• Education: 10 years 
• Marital Status: Single 
• Wages : Received salary adjustment at end of 90-day probationary 

period 

2. The Situation: 

In his discussions with this new employee, the Production Manager, 
observed several things: 

• Bob appeared confused as to what he had to accomplish. 
• He claimed he had had no feedback from the Foreman as to his per

formance. 
• He frequently mentioned the lack of training. 
• Bob hinted at a "personality" conflict between himself and his Fore

man, charging that he: 

a. Did things "by the book" 
b. Didn't keep up with or wasn't willing to try new techniques 
c. Was generally unavailable when he had a question 

• Bob appears to have excellent potential as an hourly employee and 
is inclined to favor a production rather than supervisory career path. 

• The employee is extremely anxious and nervous and has been since 
the day of hire. 
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Remember you can't: 

a. Increase his salary immediately 
b. Promote him immediately 
c . Transfer him 
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MOTIVATION 
Hospital 

Congratulations! 

As the new assistant administrator for Bayshore Hospital, your first week 
has been hectic. 

In between meetings with the medical staff, the hospital administrator, the 
contractors who are two months behind on the new 150 bed wing, trying 
to buy a house, learning that your secretary can't spell, setting up the 
United Fund banquet, a little political intrigue with the Radiologists, you've 
somehow managed to meet most of the department heads. 

Anyway, the first week's over and today is Saturday morning. You are 
driving over to the Real Estate office to spend the day looking at houses 
with a Real Estate Agent who can't stop talking and wears too much 
perfume. 

As you are driving along, you start to run over in your mind some of the 
problems you came across during the past week. 

• Budget Problems with Dietary 
• Scheduling 
• FTE's 
• Floor Plan for the Neo-Natal ICU in the new wing 

Your thinking shifts over to short, private discussions you had with the 
department heads and their comments, and three conversations pop into 
your head. 

Each of the three discussions had to do with a "problem employee", and 
during these particular conversations, each of the three department heads, 

• Director of Nursing Services 
. • Director of Radiology Lab 
• Director of Clinical Lab 

had asked you for ideas on how to motivate these employees. 
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BACKGROUND: Motivating the Senior Employee 

The first conversation you recall is with the D.N.S., Pat Perkins, who 
described her "problem employee," Gladys Hawkins, an RN who had 
"peaked out" performance-wise and settled back into a comfortable slightly
above-average work output pattern. 

1. Characteristics of the Senior Employee 

• Position: Staff RN 
• Age: 60 
• Years with hospital: 1 2 
• Education: Diploma (3 years) from a well-known religious affiliated 

nursing school with an excellent reputation. 
• Marital Status: Married , two children who are financially independent 

of the parents. 
• Husband: Employed by Federal Government General Services 

Administration as a budgetary department head G.S.-9. Age 60 and 
plans to retire in two years. 

• Wages: Top of the range, top step in classification. 

2. The Situation: 

Gladys Hawkins' supervisor had discussed her with Pat Perkins, the 
Director of Nursing, after Gladys' recent performance appraisal, and 
several considerations came out. 

• Gladys' performance wasn't bad but it wasn't as good as it could be. 
She's adequate but doesn't push to get things done. 

• Gladys had mentioned that the job was routine, yet she didn 't mind. 
She sort of likes the steady nature of the job. 

• Gladys seemed a little insecure about her job, what with all the new 
RN's being hired with four year degrees, licensing etc. 

• The nursing office had introduced a shift from functional to totaJ 
patient care and Gladys didn 't feel this change would do any good 
patient-care wise. 

• Gladys enjoys working with the new employees and helping to orient 
them. 
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• While receiving three weeks vacation a year, Gladys and her husband 
recently purchased a new camper and would like to take more time 
off. 

• In the past, Gladys had turned down offers to move into supervision; 
twice by saying she didn't want the responsibility. This was probably 
a good thing since Gladys is: 

• Good technically but not especially creative or perceptive 
• Likes to keep busy at just about anything 
• A follower, not a leader 
• Tends to get very absorbed in what she is doing and doesn't like 

to be interrupted. She has commented that "a good job speaks 
for itself." 

What is needed is to "motivate" Gladys to take a more active interest in her 
job and push a little harder to get things done. However, you have to keep 
in mind that you can't: 

a. Increase her salary 
b. Promote her 
c. Transfer her 
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BACKGROUND: Motivating the Aggressive Employee 

The Director of Radiology was very concerned about John Phillips, one of 
the Radiology Technicians. John is very competent as a technician, but he 
gets involved in things he shouldn't, such as: 

a. Telling the other technicians what to do, which several resent. 
b. A "superior" attitude and condescending tone in dealing with 

employees in other departments. 
c. Has mentioned that he is "invaluable" and if he quits, he will proba

bly take two of his close friends with him. 

1. Characteristics of the aggressive employee 

• Position: Radiology Tech 
• Age: 30 
• Years with hospital: Three 
• Education : Associate of Arts Degree 
• Marital Status: Married, two small children; recently purchased a 

house 
• Wife: Works as a secretary for a bank 
• Wages : Middle of salary range, middle step in classification 

2. The Situation: 

• The Director of Radiology has spoken to John several times but has 
not pushed too hard for fear of losing him and two of his friends if he 
should leave. 

• John is an excellent performer. 
• The loss of John and his two friends would be a substantial problem 

in terms of the work load and extreme difficulties in recruiting 
replacements. 

• John has mentioned that the work is no longer challenging and that 
he is getting bored with the routine. 

• The Radiologists think John is great because of his technical com
petence and he knows how to play up to their egos. 

• John has mentioned an interest in moving into supervision and maybe 
administration someday. 
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• A perfectionist, she gets impatient and irritable with delays. 
• Tends to speak out of turn. 
• Lots of nervous energy. 
• She can be very persuasive or very dominant. 

What is needed to "motivate" Alice to channel her energies in a more pro
ductive direction? Remember, you can't: 

a. Increase her salary immediately 
b. Promote her immediately 
c. Transfer her 
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BACKGROUND: Motivating the New Employee 

Your discussion with the Director of Auditing was interesting. He told you 
about one of his new employees, Bob Parker, who had completed the pro
bationary period two months ago. All through the probationary period he 
had seemed very eager to learn and tended to show up for work early and 
leave late. Now, he appears to have lost much of his drive. While his audits 
are generally completed on time, he seems to have reduced his output from 
an "outstanding" level to an about average level since the end of his pro
bationary period. There is no sudden decline, just a steady erosion of 
performance. 

1. Characteristics of the new employee: 

• Position: Junior Auditor 
• Age: 24 
• Service with Firm: Five months 
• Education: B.S. Business Administration 
• Marital Status: Single 
• Salary: Received adjustment at end of probationary period 

2. The Situation: 

In his discussion with this new employee, the Auditing Director 
observed several things. 

• He appeared confused as to what he had to accomplish . . 
• He claimed he had no feedback from the Senior Auditor overseeing 

his work. 
• He frequently mentioned the lack of training and being left too much 

on his own. 
• He hinted at a "personality conflict" between himself and the Senior 

Auditor, alleging that he: 

a. Did things " by the book" 
b. Was unwilling to try new techniques and didn 't even know any. 
c. Was generally unavailable when he had a question. 

• He appears to have excellent potential as an auditor and is inclined 
to favor a professional rather than an administrative career path. 

• This employee is extremely anxious and nervous and has been since 
the day of hire. 
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• Bob appears to have excellent potential technically and is inclined to 
favor a technical rather than supervisory career path. 

• The employee is extremely anxious and nervous and has been since 
the day of hire. 

Remember you can't: 

a. Increase his salary immediately 
b. Promote him immediately 
c. Transfer him 
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MOTIVATION 
Commercial 

Congratulations! 

As the new Assistant Controller for Salinas Services Corporation, your first 
week has been hectic. 

In between meetings with the Vice President of Operations, the Distribution 
Director, the contractor who is two months behind on the new computer 
conversion, trying to buy a house, learning that your secretary can't spell, 
setting up the United Fund banquet, a little political intrigue with the 
Purchasing Manager, you've somehow managed to meet most of your 
department heads. 

Anyway, the first week's over and today is Saturday morning. You are 
driving over to the real estate office to spend the day looking at houses with 
a real estate agent who can't stop talking and wears too much perfume. 

As you are driving along, you start to run over in your mind some of the 
problems you came across during the past week. 

• Indifferent Banking Services 
• Accumulated Debit Errors 
• Receivables Follow-Through 

Your thinking shifts over to short, private discussions you had with the 
department heads and their comments, and three conversations pop into 
your head. 

Each of the three discussions had to do with a "problem employee" and 
during these particular conversations, each of the three department heads, 

• Cost Accounting Manager 
• Director of Budgets 
• Director of Auditing 

had asked you for ideas on how to motivate these employees. 
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BACKGROUND: Motivating the Senior Employee: 

The first conversation you recall is with the Cost Accounting Manager who 
described his "problem employee," Thomas Kinkaid, who had peaked out 
performance-wise and settled back into a comfortable, slightly-above
average work output pattern. 

1. Characteristics of the Senior Employee 

• Position: Staff Accountant 
• Age: 60 
• Years with Office: 12 
• Education: Junior College 
• Marital Status: Married, two children who are financially independent 

of the parents. 
• Wife: Employed by Federal Government Social Security Administra

tion as a records department head, G.S.-9. Age 60 and plans to retire 
in two years. 

• Salary: Top of the range, top step in classification. 

2. The Situation: 

Thomas Kinkaid's Supervisor had discussed him with Pat Perkins, the 
Cost Accounting Manager, after Tom's recent performance appraisal, 
and several considerations came out. 

• Tom's performance wasn't bad but it wasn't as good as it could be. 
He's adequate but doesn't push to get things done. 

• Tom had mentioned that the job was routine, yet he didn't mind that. 
He sort of likes the steady nature of his assignments. 

• Tom seemed a little insecure about his job, what with all the new 
M.B.A.'s being hired in Cost Accounting. 

• The Cost Department had changed the work flow assignments from 
each Accountant specializing in either process, product or vendor 
costs to assigning each Accountant all cost analyses for a given 
burden center. Tom didn't feel this change would do any good. 

• Tom enjoys working with the new employees and helping to orient 
them. 

• While receiving three weeks vacation a year, Tom and his wife 
recently purchased a new camper and would like to take more time 
off. 
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• In the past, Tom had turned down offers to move into supervision; 
twice by saying he didn't want the responsibility. This was probably 
a good thing since Tom is: 

• Technically sound but not especially innovative or perceptive 
• Likes to keep busy in a paced sort of way at just about any routine 
• A follower, not a leader 
• Tends to get absorbed in what he is doing and doesn't like to be 

interrupted. He has commented that "a good cost build-up 
speaks for itself." 

What is needed to "motivate" Tom to take a more active interest in his job 
and push a little harder to get things done? You have to keep in mind that 
you can't: 

a. Increase his salary immediately 
b. Promote him immediately 
c. Transfer him 
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BACKGROUND: Motivating the Aggressive Employee 

The Budgets Director was very concerned about Alice Phillips, one of the 
Budget Accountants. Alice is very competent as a technician, but she gets 
involved in many things she shouldn't, such as: 

a. Telling other accountants what to do, which several resent. 
b. A "superior" attitude and condescending tone in dealing with 

employees in other departments. 
, c. Has mentioned that she is "invaluable" and if she quits, she will 

probably take two of her associates with her. 

1. Characteristics of the aggressive employee 

• Position: Budget Accountant 
• Age: 30 
• Years with Firm: Three 
• Education: B.S. in Accounting, attending school part-time for an 

M.B.A. (almost completed) 
• Marital Status: Married, two small children (mother takes care of); 

recently purchased a house 
• Husband: Truck driver for cartage company 
• Salary: Middle range, middle step in classification 

2. The Situation: 

• The Budget Director has spoken to Alice several times but has not 
pushed too hard for fear of losing her and two of her friends if she 
should leave. 

• Alice is a superb performer. 
• The loss of Alice and her two friends would be a substantial problem 

in terms of work load and extreme difficulties in recruiting competent 
replacements. 

• Alice had mentioned that the work was no longer challenging and is, 
in fact, boring to her. 

• Other department heads think she is great because of her technical 
competence in aiding them to prepare and monitor budgets. And she 
also knows how to play up to their egos. 

• Alice has mentioned interest in moving into supervision. 
• Her educational background is excellent. 
• She has a very quick, perceptive mind and is above average in 

creativity. 
• Outgoing, extroverted, enthusiastic, yet talks too much. 
• No trouble making a decision. 
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• John's education background is excellent. 
• He has a very quick, perceptive mind and is above average in creativity. 
• Outgoing, extroverted, enthusiastic and talks too much. 
• No trouble making a decision. 
• A perfectionist, he gets impatient and irritable with delays. 
• Tends to speak out of turn. 
• Lots of nervous energy. 
• He can be very persuasive or very dominant. 

What is needed to motivate John to channel his energies in a more produc
tive direction? Remember, you can't: 

a. Increase his salary immediately 
b. Promote him immediately 
c. Transfer him 
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BACKGROUND: Motivating the New Employee 

Your discussion with the Director of the Clinical Laboratory was interest
ing. She told you about one of her new employees, Bob Parker, who had 
completed the 90-day probationary period two months ago. All through the 
probationary period he had seemed very eager to learn, tended to show up 
for work early and leave late. Now, he appears to have lost a lot of his drive. 
While his tests are generally completed on time, he seems to have reduced 
his output from an "outstanding" level to about average since the end of his 
probationary period. There is no sudden decline, just a steady erosion of 
performance. 

1. Characteristics of the new employee. 

• Position: Medical Tech, Hematology 
• Age: 24 
• Years with hospital : 5 months 
• Education: Masters Degree from a large university 
• Marital Status: Single 
• Wages: Received salary adjustment at end of 90-day prpbationary 

period 

2. The Situation 

In her discussions with this new employee, the Director of the Clinical 
Laboratory observed several things: 

• Bob appeared confused as to what he had to accomplish. 
• He claimed he had had no feedback from the chemistry supervisor 

as to his performance. 
• He frequently mentioned the lack of inservice training. 
• Bob hinted at a "personality" conflict between himself and his super

visor, charging she: 

a) Did things "by the book." 
b) Didn't keep up with or wasn't willing to try new techniques. 
c) Was generally unavailable when he had a question. 
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Remember, you can't: 

a. Increase his salary immediately 
b. Promote him immediately 
c. Transfer him 
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CO-MUNICATIONS 
Part II 

Co-munications is a business game designed to improve interpersonal 
relations skills. The game employs a new technique, Programmed Simula
tion (PS), which will involve you in a fictional but realistic role. While your 
exact circumstances, operating framework, and people will differ, all of the 
principles and skills can easily be transferred from this simulated situation 
to real life. 

You (or your team) will be playing the role of a manager who is confronted 
by a variety of typical interactions with superiors, subordinates, peers, and 
others. The objective of co-munications is to "keep things in balance" -
to handle each interpersonal relations situation satisfactorily. The game has 
a built-in scoring guide which reinforces learning. You'll receive a "starting" 
point allotment which you will be challenged to maintain; it will increase or 
decrease as you react to situations. After a penalty, you will deal with the 
consequences, and can recoup some of the lost points. More important 
than points alone, you'll have an opportunity to build skills and develop 
new ideas. 

Before you read the Instructions, Scoring Guide, and Background Informa
tion that follow, and begin to play the game, there are a few basic concepts 
that you should keep in mind. First of all, let's define what we mean by 
interpersonal relations. A good definition might simply be: people getting 
along well together. It means working through people to gain cooperation 
and achieve goals. However, as you've probably noticed, it's not always 
easy to develop and maintain good interpersonal relationships. Sometimes, 
in order to meet objectives, decisions must be made that make some 
people unhappy. In other situations, you may find that accepted inter
personal relations skills don't always work - and you may have to resort to 
other, less tactful, means. To compound the overall problem, your handling 
of an interpersonal situation often depends on your reporting relationship 
- normally, you treat subordinates somewhat different than superiors. In 
fact, we've sorted the various interactions you'll encounter into three 
groups: upward (superiors), downward (subordinates), and lateral (peers 



and others). We've done this to underline the fact that there are differences. 
This does not imply that people can be neatly pigeon-holed by rank or 
other means. 

By the same token, interpersonal relations techniques cannot be rigidly 
structured or defined to fit every situation. It's important, nevertheless, to 
keep in mind the following broad guidelines: 

• An important step in any relationship is being sensitive to the other 
person's needs. 

• We are more likely to agree with people whom we like personally. 
• Everyone wants to feel important. 
• We all want to be in on what's going on. 
• Most people resent domination. 
• People change - but they change gradually. 
• We're all different, in the final analysis. 

Turn the page now, and read the Instructions. 



INSTRUCTIONS 

Co-munications is structured in UNITS. Each UNIT appears as a separate 
page and contains three INTERACTIONS (interpersonal relations situations) 
at different levels. They are: 

• UPWARD CO-MUNICATIONS - dealing with superiors, or those at 
a higher level than yourself 

• DOWNWARD CO-MUNICATIONS - involving subordinates, the 
people who report directly to you 

• LATERAL CO-MUNICATIONS - relations with peers, and others, 
where there is no direct reporting relationship 

Each UNIT (or page) has three boxes which display the above CO
MUNICATIONS. UPWARD CO-MUNICATIONS is in the upper left-hand box. 
DOWNWARD CO-MUNICATIONS is in the lower left-hand box, and 
LATERAL CO-MUNICATIONS is in the right-hand box adjacent to the 
other two. 

Every CO-MUNICATIONS that you'll be confronted with has three options, 
one of which is the best way to handle the situation. You (or your team) will 
make the decision. Afterwards, turn the page to find a critique of the three 
options. 

In playing the game, you will always work in a counter-clockwise fashion 
- UPWARD CO-MUNICATIONS to DOWNWARD CO-MUNICATIONS to 
LATERAL CO-MUNICATIONS. For example, when you start with UNIT 1 
you will first be confronted with a situation dealing with an UPWARD CO
MUNICATIONS. After you make your decision on how to deal with the 
problem, you'll be instructed to turn to the next page (UNIT 1 EVALUATION) 
to check your answer. The EVALUATION will contain, in the comparable 
box, a critique of the three options. (You should read a// three, regardless 
of your choice.) Based on your choice, you 'll receive a point reward or point 
penalty, which is added to or subtracted from your starting point allotment. 
If you handled the situation correctly you'll be instructed to return to UNIT 1 
and make your next counter-clockwise move - in this case to DOWN
WARD CO-MUNICATIONS. However, if you did not select the best option, 
after reading the critique you'll be directed to a penalty UNIT (in this 
instance, UNIT 1 P) where you'll go to UPWARD CO-MUNICATIONS (again) 
and deal with the consequences of your previous UPWARD CO
MUNICATIONS move. Afterwards, you'll be directed to another critique, 

1 



recoup lost points or lose additional ones, and eventually return to UNIT 1 
and DOWNWARD CO-MUNICATIONS. 

You'll follow the same route for DOWNWARD CO-MUNICATIONS, hope
fully avoiding the penalty UNIT. Eventually, you'll complete UNIT 1 by work
ing through LATERAL CO-MUNICATIONS in similar fashion. 

Don't worry about the routing - you'll receive instructions at each step. 
Just keep in mind that you will score more by handling each interaction 
right the first time, thus avoiding the penalty UNITS. 

The Scoring Guide follows on the next page. 

2 



SCORING GUIDE 

You'll begin the game with an allotment of 50 points. As stated earlier, the 
objective of CO-MUNICATIONS is to "keep things in balance," which 
means you should, at minimum, maintain the 50 points. Of course, if you 
(or your team) score more than 50 points, it indicates that you are doing an 
effective job in the interpersonal relations area. The following scores should 
serve as a useful guideline for measuring your performance: 

50-60Good 60-?0Very Good 70-80Excellent 

Here's how the scoring works. For correct decisions on each of the inter
actions (UPWARD, DOWNWARD, LATERAL) in UNITS 1 through 5, you'll 
receive 2 points each. In contrast, a wrong decision will incur a penalty of 
2 points. After receiving the penalty, you'll be directed to a penalty UNIT 
(UNITS 1 P through 5P) for a "second chance." When dealing with any of 
the penalty interactions you'll have a chance to add 1 point for a correct 
move; you'll lose 1 point, however, if you miss on this round. 

The Scorecard below will help you keep track of your score. 

SCORECARD 

UNIT 
ADD DEDUCT RUNNING 

POINTS POINTS SCORE 

To start: 50 pts. 

1 

1P 

2 

2P 

3 

3P 

4 

4P 

5 

5P 

TOTAL POINTS 

3 



Now that you've read the Instructions and Scoring Guide, turn the page and 
get familiar with the Background Information. After you read it, you'll be 
ready to play CO-MUNICATIONS. 

BACKGROUND INFORMATION 

You (or your team) will play the role of a manager with three people report
ing to you. Your immediate boss is Bob Lee - you work very closely with 
him and are familiar with all of his projects. A brief description of each 
individual follows. 

Bob Lee 

Bob is one of the very dynamic and successful managers in your organiza
tion. You would characterize him as ambitious, decisive, strong. He tends 
to be autocratic and usually wants things done "his way." Bob makes 
challenging demands on himself and others; he's practically sacrificed his 
personal life for the job and expects much the same from others. His main 
limitations, from your viewpoint, are his tremendous drive for success, 
and an ego of considerable size. He is friendly and outspoken, generally 
fair in his relationships. Bob has other managers reporting to him but your 
rapport with him is better since you and he work on related assignments, 
often together. 

Phil Gray 

Phil is the "all american" type - a top producer. You can find little fault with 
his work or his personality. He's very open-minded, flexible, and tactful. Phil 
takes great pride in his job and you feel he will continue to grow in the 
future. He's well-liked, sincere, amiable. He's somewhat over-sensitive, 
however - possibly because he wants to be accepted by everyone. 
You've found that he reacts negatively to criticism and gets offended easily. 

Dick Murray 

Dick is Phil's counterpart and is doing similar work for you. He's a good 
worker also, but has a less acceptable personality than Phil. One of his 
problems is that he has a very high opinion of himself and can be con
descending. He's sullen and will not speak unless there's a good reason. 
Dick, at times, is argumentative - especially when he thinks he's right. 
He's quite direct and will not pull punches in letting you know what's on 
his mind. 

4 



Sally Parks 

Sally is very competent and must be considered an "old hand" since she's 
been with the organization for fifteen years. She's your secretary primarily 
but also assists Phil and Dick in their work. Sally's only "problem" is her 
tendency to be bossy - she gets impatient and sarcastic with people. 
In addition, her moods vary widely. 

* * * * * 

You are now ready to play the game. Turn the page to UNIT 1 and begin 
with UPWARD CO-MUNICATIONS. Good luck. 
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• UPWARD CO-MUNICATIONS • 
Your boss, Bob Lee, has asked you to review a 
proposal to top management that he had been 
laboring on for the past two weeks. While reading 
it, you discover a major flaw which weakens the 
entire concept. 

You should : 

A. Compliment him on his work and casually 
question the problem area (don 't make a "big 
deal" out of it). 

B. Compliment his work but pretend you didn 't 
notice the flaw. It's his mistake, not yours. 

C. Assume some of the responsibility for the flaw 
by saying: " I should have picked up this prob
lem myself at an earlier point, rather than let 
you get so far along with the proposal. " 

TURN PAGE TO CHECK YOUR ANSWER. 

Dick Murray has personally criticized one of your 
decisions. He was partially right about the deci
sion. You should: 

A. Accept his criticism since he was right, and 
congratulate him on his perception. 

B. Put him in his place. He's your subordinate and 
has no right being critical of your actions -
especially when you didn't invite his critique. 

C. Thank him for his appraisal of the situation, . 
admit that he may be partially right, but remind 
him that it's not his job to evaluate you. 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 1 

LATERAL 

You'd like to gain the coopera
tion of another manager (peer) 
who you feel has been antago
nistic since you beat him out for 
a choice assignment. Now 
you've been thrown together on 
a joint project. 

Your best move: 

A. Tell him you 're pleased to 
receive the joint assignment 
and are looking forward to 
working with him. 

B. Simply ask him for his coop
eration. 

C. Mention the "problem" as 
you understand it to be, and 
try to reason with him. Once 
you clear the air, it will be 
easier to proceed on this 
new task. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
A. A weak comment at this time will be ignored or 

overridden by your boss. In fact, if his propo
sal gets shot down because of the flaw, he 
may blame you for failing to make a bigger 
issue of it. 
(IF YOU SELECTED A, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 1 P, UPWARD CO
MUNICATIONS.) 

B. A poor tactic from a human relations stand
point. It could create a credibility gap between 
you and Bob. 
(IF YOU SELECTED B, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 1 P, UPWARD CO
MUNICATIONS.) 

C. Good move. It's bound to improve your rela
tions over the long run. You remove the sting 
of direct criticism by taking some of the blame. 
Your boss will also remember that you were 
the one who helped him avoid a dangerous 
situation. 
(IF YOU SELECTED C, ADD 2 POINTS, TURN 
BACK TO UNIT 1, AND GO TO DOWNWARD 
CO-MUNICATIONS. 

A. You may "win friends and influence people" 
with this approach, but in the long run it will 
throw things out of balance. 
(IF YOU SELECTED A, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 1 P, DOWNWARD CO
MUNICATIONS.( 

B. This won't do either. You may gain some 
immediate satisfaction from putting him down, 
but you'll pay the price later. 
(IF YOU SELECTED B, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 1 P, DOWNWARD CO
MUNICATIONS.) 

C. Obviously, there's no pat solution to this situa
tion. This choice provides the best approach, 
however. By thanking him for his interest and 
even suggesting that he is right, you'll open his 
mind. Hopefully, it will be enough so that he 
can accept and understand your criticism of 
his role. 

..... 

(IF YOU SELECTED C, ADD 2 POINTS, TURN 
BACK TO UNIT 1, LATERAL CO-MUNICA
TIONS.) 

DOWNWARD CO-MUNICATIONS ..... 
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UNIT 1 
EVALUATION 

LATERAL 

A. There's always the possi 
bility that the "antagonism" 
is imagined. Your best ap
proach is to assume that a 
problem doesn't exist. A 
positive and sincere expres
sion may get you off to a 
good start. Good choice. 
(IF YOU SELECTED A, ADD 
2 POINTS, TURN TO UNIT 
2, UPWARD CO-MUNICA
TIONS.) 

B. "Asking for his cooperation " 
implies that you haven't 
received it in the past and 
may not get it in the future. 
A bad start for a new project. 
(IF YOU SELECTED B, DE
DUCT 2 POINTS, TURN 
PAGE TO UNIT 1 P, LAT
ERAL CO-MUNICATIONS.) 

C. You will be in hot water if 
your counterpart is not 
aware of a problem. On the 
other hand, if there really is 
a problem, this approach 
may magnify it. 
(IF YOU SELECTED C, DE
DUCT 2 POINTS, TURN 
PAGE TO UNIT 1 P, LAT
ERAL CO-MUNICATIONS.) 

CO-M UNICA TIONS 



• UPWARD CO-MUNICATIONS • 
The error in Bob Lee's proposal was the key for 
its rejection. As a result of losing face with top 
management, Bob has criticized you for not fully 
supporting his efforts. 

You should: 

A. Be defensive. He'll have more respect for you 
if you defend your position. 

B. Admit your mistake and ask him how he would 
act, or would expect you to act, in similar 
situations. 

C. Take your criticism like a man without explana
tion. 

TURN PAGE TO CHECK YOUR ANSWER. 

Dick Murray, following your recent conversation , 
has once again attacked one of your decisions. 
(You happened to overhear him discussing it with 
another employee.) This time, however, your deci
sion was a good one, and you can prove it. 

What action would you take? 

A. Get tougher with him. He must be a slow 
learner. 

B. Do nothing. At least he didn't criticize you 
face-to-face as he did the first time. Besides, 
if he knows you eavesdropped he'll be upset. 

C. Be completely open with him and give him the 
opportunity to express his opinion. For ex
ample, review your latest decision and ask him 
what he thought of it. 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 1P 
(PENALTY) 

LATERAL 

Bill 's reaction to your initial ap
proach was one of indifference, 
ending with: " Don't worry about 
me, I'll carry my part of this 
assignment. " 

At this point, you should: 

A. Ask him what he means by 
that statement. 

B. Terminate the conversation 
and hope that you can prove 
your capability and sincerity 
as the assignment pro
gresses. 

C. Offer to resign from the 
assignment and find him a 
suitable replacement. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICATIONS 



..... UPWARD CO-MUNICATIONS ..... 
A. A defensive stance in this situation would strain 

relations further between Bob and yourself. 
Sorry, wrong answer. 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 1, DOWNWARD CO
MUNICATIONS.) 

B. This is the best choice. Admit your mistake 
and toss the ball back to him so that he can 
empathize with your position (and advise you 
what he would do). 
(IF YOU SELECTED B, ADD 1 POINT, TURN 
BACK TO UNIT 1, DOWNWARD CO-MUNICA
TIONS.) 

C. C is a better choice than A, but not as good as 
B. It would be easy for Bob to misinterpret 
your silence as either defensiveness or hostil
ity. 
(IF YOU SELECTED C, DEDUCT 1 POINT, 
TURN BACK TO UNIT 1, DOWNWARD CO
MUNICATIONS.) 

A. This is not a very good choice. This situation is 
different from the previous one when he criti
cized you directly. See below for the best 
answer. 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 1, LATERAL CO
MUNICATIONS.) 

B. Under the circumstances, doing nothing is 
your best option. To do otherwise, will indicate 
that you eavesdropped, and reflect on your 
supervisory conduct in general. 
(IF YOU SELECTED B, ADD 1 POINT, TURN 
BACK TO UNIT 1, LATERAL CO-MUNICA
TIONS.) 

C. You'll have two strikes against you when you 
implement this one: (1) If you admit you 
listened in on his conversation, Dick will lose 
respect, and (2) If you ask him to critique a 
decision you're back where you started from. 
(IF YOU SELECTED C, DEDUCT 1 POINT, 
TURN BACK TO UNIT 1, LATERAL CO
MUNICATIONS.) 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 1P 
EVALUATION 

LATERAL 

A. This will encourage him to 
amplify the situation, and 
apparently he doesn 't want 
to. It's not your best move. 
(IF YOU SELECTED A, 
DEDUCT 1 POINT, TURN 
PAGE TO UNIT 2, UPWARD 
CO-MUNICATIONS.) 

B. Your best bet under the cir
cumstances. Your actions 
will have more impact than 
words. 
(IF YOU SELECTED B, ADD 
1 POINT, TURN PAGE TO 
UNIT 2, UPWARD CO
MUNICATIONS.) 

C. This might suit Bill at this 
time, but it's far from the 
ideal solution. See B, above. 
(IF YOU SELECTED C, DE
DUCT 1 POINT, TURN 
PAGE TO UNIT 2, UPWARD 
CO-MUN ICA TIONS.) 

CO-MUNICATIONS 



.. UPWARD CO-MUNICATIONS .. 
An hour before quitting time your boss asks you 
to stay late in order to discuss next year's oper
ating plan. You've made plans to take your wife to 
dinner the same evening. 

You should handle it th is way: 

A. Advise Bob about your previous plans and ask 
if you can postpone the meeting without caus
ing problems. 

B. Tell Bob that you 'd like to accommodate him 
but you can 't because you have a previous 
engagement. 

C. Offer to stay with Bob, but subtly let him know 
it' s inconvenient. (If he thinks your input is 
important to the operating plan, you can post
pone your dinner date to another time.) 

TURN PAGE TO CHECK YOUR ANSWER. 

You had asked Sally Parks, your secretary, to do 
some research and leave her notes on your desk 
when finished . In reviewing her material you found 
out she went about it completely wrong. In the 
meantime the assignment (which she was gather
ing research for) was cancelled. 

You should: 

A. Forget about it. Her error didn 't do any harm 
so why make a big deal over it. 

B. Minimize the mistake by pointing out that the 
task was complex. Show her the right way, 
explaining that the assignment has been can
celled. 

C. Minimize the mistake by pointing out that the 
task was complex. Show her the right way and 
then have her re-do the job. There 's no need 
to tell her the assignment has been cancelled . 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 2 

LATERAL 

You've received a mis-directed 
phone call from a customer 
with a legitimate complaint) who 
is both upset and longwinded. 

You should: 

A. Inform him quickly and firmly 
that he should be speaking 
with the complaint depart
ment, and offer to transfer 
the call. 

B. Tactfully interrupt him and 
ask him to come to the 
point. 

C. Listen to what he has to say, 
and assure him that suitable 
action will be taken. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
A. This is the most tactful answer - the one that 

will interact best with Bob's autocratic style. If 
any approach will succeed in getting you "off 
the hook" for the evening, this will be it. 
(IF YOU SELECTED A, ADD 2 POINTS, TURN 
BACK TO UNIT 2, DOWNWARD CO-MUNICA
TIONS.) 

8 . This may be the action you 'd prefer to take but 
it will probably clash with Bob's style. Remem
ber, he likes to make the decisions. 
(IF YOU SELECTED 8, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 2P, UPWARD CO
MUNICATIONS.) 

C. If you chose C you 've put yourself on a colli 
sion course with Bob. Do the job stoically -
don't ventilate your feelings. 
(IF YOU SELECTED C, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 2P, UPWARD CO
MUNICATIONS.) 

A. Ignoring the error may be an easy way out ; 
from a supervisory standpoint, however, it's a 
weak choice. 
(IF YOU SELECTED A, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 2P, DOWNWARD CO
MUNICATIONS.) 

8. Here's your best approach because it mini
mizes the mistake (a good interpersonal rela
tions technique) and uses effective super
visory follow-up. 
(IF YOU SELECTED 8 , ADD 2 POINTS, TURN 
BACK TO UNIT 2, LATERAL CO-MUNICA
TIONS.) 

C. This is a bad choice. Don 't "punish" her by 
having her do the chore over. On the other 
hand, there is a need (from a personal relations 
standpoint) to inform Sally that her error didn't 
cause any harm. 

• 

(IF YOU SELECTED C, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 2P, DOWNWARD CO
MUNICATIONS.) 

DOWNWARD CO-MUNICATIONS • 
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UNIT 2 
EVALUATION 

LATERAL t 
A. Under normal circumstances 

this would be a good tactic. 
But since the customer is 
quite upset this action may 
intensify his anger. 
(IF YOU SELECTED A, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 2P, LAT
ERAL CO-MUNICATIONS.) 

8. This may cause the same 
reaction as A, above. Better 
not take the chance. 
(IF YOU SELECTED 8, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 2P, LAT
ERAL CO-MUNICATIONS.) 

C. Since you've been accident
ally involved you can con
tribute to this difficult situa
ation by being a good 
listener, by empathizing (" I 
know how you feel," etc.) 
and by assuring that action 
will be taken. You can then 
transfer the customer, as 
required. 
(IF YOU SELECTED C, ADD 
2 POINTS, TURN TO UNIT 
3, UPWARD CO-MUNICA
TIONS.) 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
Bob has insisted that you stay and work with him. 
However, he is critical of everything you do or say, 
which you sense is his reaction to your attitude 
about working this evening (expressed earlier). 

At this point: 

A. Do nothing. Bob's being a little irrational 
because he's upset. Once it works out of his 
system, he'll return to normal. 

B. Ask him if he's being critical because he's mad 
at you . 

C. Level with him. Tell him that you think he's 
being somewhat harsh with you and you're 
having difficulty working under these condi
tions. 

TURN PAGE TO CHECK YOUR ANSWER. 

A week later, as you are attempting to give Sally a 
similar assignment, she says in a flip way: "I hope 
this one is for real , and not just for exercise." Her 
remark obviously indicates she knows the earlier 
project was cancelled. 

The best way to handle this: 

A. Ignore the remark. It's just idle conversation , 
not to be taken seriously. 

B. Ask her how she found out about the cancel
lation, apologize for not telling her, and reas
sure her that this assignment will be com
pleted. 

C. Caution her about being flip and include a 
gentle reminder that it's your responsibility -
not hers - to determine who does what. 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS 
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UNIT 2P 
(PENALTY) 

LATERAL 

The customer reacts very nega
tively to your suggestion and 
complains vehemently about 
your organization. 

You should: 

A. Empathize with him further, 
put yourself in his shoes by 
saying: " I know exactly how 
you feel and if I were in your 
situation I'd be calling to 
complain also." 

B. Defend your organization. 
He's gone far enough. It's 
one thing to have a com
plaint, but he has no right 
being so critical. 

C. Try to reason with him and 
calm him down. For example 
you might say: "You proba
bly have a legitimate prob
lem, but getting excited 
won't help solve it. " 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICA TIONS 



.. UPWARD CO-MUNICATIONS .. 
A. This is a safe choice, but not necessarily the 

best one. Something's on Bob's mind and it 
may continue to bother him (and cause irrita
tion for you) unless it's tactfully brought to the 
surface: 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 2, DOWNWARD CO
MUNICATIONS.) 

B. This statement implies that Bob is acting irra
tionally (which he is) and he won 't take kindly 
to the comment. 
(IF YOU SELECTED B, DEDUCT 1 POINT, 
TURN BACK TO UNIT 2, DOWNWARD CO
MUNICATIONS.) 

C. You owe it to yourself (Bob will probably 
respect you for it) to call attention - tactfully 
- to the fact that he's creating a difficult work
ing atmosphere. It's not your position to reason 
"why" (or challenge) but this approach will give 
Bob a chance to discuss any problem - if he 
wants to. 
(IF YOU SELECTED C, ADD 1 POINT, TURN 
BACK TO UNIT 2, DOWNWARD CO-MUNICA
TIONS.) 

A. To ignore the remark will reinforce Sally's 
behavior, which is not desirable. Her back
ground indicates a tendency to be bossy and 
flip; it should be corrected or at least modi
fied. 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 2, LATERAL CO
MUNICATIONS.) 

B. This tactic may mollify her, but there's more 
than just human relations involved in this 
situation. There's no reason to ask how she 
found out, nor is there a need to apologize. 
Overall, this is a bad choice. 
(IF YOU SELECTED B, DEDUCT 1 POINT, 
TURN BACK TO UNIT 2, LATERAL CO
MUNICATIONS.) 

C. A good selection providing you don 't over
react. A mild admonition is in order, but it 
should be done tactfully. 

• 
(IF YOU SELECTED C, ADD 1 POINT, TURN 
BACK TO UNIT 2, LATERAL CO-MUNICA
TIONS.) 

DOWNWARD CO-MUNICATIONS • 
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UNIT 2P 
EVALUATION 

LATERAL 

A. Your best option in a very 
difficult situation. Before you 
can take any effective action 
you'll have to get in step 
with him. Some empathy, in 
the form of agreement, 
should convince him that 
you're on his side. 
(IF YOU SELECTED A, ADD 
1 POINT, TURN PAGE TO 
UNIT 3, UPWARD CO
MUNICATIONS.) 

B. A very noble move, but one 
that is guaranteed to further 
incite our unhappy cus
tomer. 
(IF YOU SELECTE0 B, 
DEDUCT 1 POINT1 TURN 
PAGE TO UNIT 3, UPWARD 
CO-MUNICATIONS.) 

C. Reasoning or logic probably 
won 't do any good in a situ
ation where emotional fE;;el
ings are high. It's better to 
use logic after the emotions 
have been partially neutral
ized. See A above. 
(IF YOU SELECTED C, 
DEDUCT 1 POINT, TURN 
PAGE TO UNIT 3 , UPWARD 
CO-MUNICATIONS.) 

CO-MUNICA TIONS 



• UPWARD CO-MUNICATIONS • 
Recently, your boss, Bob, got substantial recog
nition for a new cost-saving method he proposed. 
Actually, the idea was yours (you had suggested 
it to Bob a few months ago), but he took full credit 
for it. 

You should: 

A. Be stoic and do nothing. 

B. Have a man-to-man discussion with Bob, 
remind him that the idea was yours, and ask 
him why you didn't get some of the credit for it. 

C. Subtly let the word out to a few close associ
ates that the idea was yours and that Bob just 
took credit for it. 

TURN PAGE TO CHECK YOUR ANSWER. 

Phil Gray pulled a boner yesterday which you will 
have to answer for eventually. His overall perform
ance, however, has been excellent. 

The best way to handle this situation: 

A. Call Phil 's attention to the mistake indirectly. 
Instead of giving direct critique, use the Soc
ratic method - ask questions - and help him 
discover the error himself. 

B. Praise his overall performance sincerely and 
casually mention the error. Make sure to play it 
down, however, since Phil is (1) sensitive and 
(2) a top performer. 

C. Tell it like it is. Be direct and forceful. It's the 
only way to guarantee that the error isn't made 
again. 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 3 

LATERAL 

During a recent meeting of your 
peer group (six other managers_ 
plus your boss) your point of 
view is vigorously attacked by 
an older, more experienced 
manager. 

You should: 

A. Take him to task for over
reacting. He's entitled to his 
opinion but he doesn 't have 
to shoot you down. 

B. Listen and attempt to see 
his point of view. If you still 
don't agree, restate your 
case. 

C. Wait for your boss to rescue 
you. Sooner or later he'll 
step in and put this guy 
down. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
A. This is your best position. If Bob knowingly 

stole your idea, as you feel he did, he'll respect 
you more for accepting his decision than for 
rebelling against it. 
(IF YOU SELECTED A, ADD 2 POINTS, TURN 
BACK TO UNIT 3, DOWNWARD CO-MUNICA
TIONS.) 

B. Knowing Bob's strong, autocratic personality, 
he probably won't take kindly to this kind of 
accusation, no matter how tactfully it's han
dled. 
(IF YOU SELECTED B, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 3P, UPWARD CO
MUNICATIONS.) 

C. This move is malicious and will provide you 
with additional grief - loss of respect from 
your peers, and repercussions if the rumor 
gets back to Bob. 
(IF YOU SELECTED C, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 3P, UPWARD CO
MUNICATIONS.) 

A. This is a preferred method of calling a mistake 
to Phil's attention. Since he is a top performer, 
this technique will let him save face, and most 
importantly, will enable him to understand and 
correct the problem. 
(IF YOU SELECTED A, ADD 2 POINTS, TURN 
BACK TO UNIT 3, LATERAL CO-MUNICA
TIONS.) 

B. This isn't a bad tactic, but it's not as good as A, 
above. The error is a serious one and you can't 
afford to play it down, in spite of Phil's track 
record and sensitivity. 
(IF YOU SELECTED B, DEDUCT 2 POINTS, 
TURN TO UNIT 3P, DOWNWARD CO
MUNICATIONS.) 

C. Being direct and forceful will not necessarily 
guarantee that the error isn't repeated. From a 
long-range standpoint, you may impair relations 
between Phil and yourself. 

• 

(IF YOU SELECTED C, DEDUCT 2 POINTS, 
TURN TO UNIT 3P, DOWNWARD CO
MUNICATIONS.) 

DOWNWARD CO-MUNICATIONS • 
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UNIT 3 
EVALUATION 

LATERAL t 
A. Not a good tactic from a 

human relations angle. You 
should exercise some re
straint, even if the other 
manager failed to. 
(IF YOU SELECTED A, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 3P, LAT
ERAL CO-MUNICATIONS.) 

B. Your best option by far -
it's the only one of the three 
that doesn't involve some 
type of retaliation for the 
"attacking" manager. Effec
tive interpersonal relations 
often requires understanding 
and patience in taxing situa
tions. 
(IF YOU SELECTED B, ADD 
2 POINTS, TURN TO UNIT 
4, UPWARD CO-MUNICA
TIONS.) 

C. There are two things wrong 
with this choice. First, your 
boss may or may not rescue 
you, which is incidental to 
the main issue. Second, the 
implication in this option is 
that the manager should be 
put down. Wrong! 
(IF YOU SELECTED C, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 3P, LAT
ERAL CO-MUNICATIONS.) 

CO-M UNICATIONS 



• UPWARD CO-MUNICATIONS • 
You've recently come up with another good idea. 

This time you should: 

A. Ask Bob's opinion on the idea and hope he 
won't try to take credit for it. 

B. Tell Bob you have an idea and would like his 
permission to present it to the company exec
utives who would be most interested in it. 

C. Not mention it to Bob at all. Instead, go directly 
to the appropriate company executives and 
make your pitch. 

TURN PAGE TO CHECK YOUR ANSWER. 

Phil Gray stopped by your office today to tell you 
that he made an error similar to the previous mis
take you had recently discussed. You may or may 
not be able to catch it in time to make an adjust
ment. This time: 

A. Take a stronger approach with Phil. He's still 
not getting the message. 

B. Congratulate him on being able to recognize 
the mistake; after all, that's progress. 

C. Don't do anything until you determine if the 
error can be intercepted and adjusted. 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 3P 
(PENALTY) 

LATERAL 

The aggressive manager (your 
peer) has continued to harass 
you at the meeting. Now, how
ever, he has made some com
ments which reflect on you 
personally, rather than on your 
point of view. 

You should: 

A. Ignore him. Why get into a 
name-calling contest. 

B. Get up and leave the meet
ing. If your boss doesn't 
have enough sense to stop 
this, you can show your dis
satisfaction by walking out. 

C. Suggest that you and he 
discuss the matter after the 
meeting. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICATIONS 



..... UPWARD CO-MUNICATIONS ..... 
A. This makes sense. He should be flattered that 

you want his opinion and may be sufficiently 
impressed with your open-minded approach 
that he'll keep hands off. 
(IF YOU SELECTED A, ADD 1 POINT, TURN 
BACK TO UNIT 3, DOWNWARD CO-MUNICA
TIONS.) 

B. This won't work with Bob. He'll quickly see 
that you are trying to go around him. 
(IF YOU SELECTED B, DEDUCT 1 POINT 
TURN BACK TO UNIT 3, DOWNWARD CO
MUNICATIONS.) 

C. This won't work either. You're bound to be 
caught, and deservedly so. Don't go over your 
boss' head, regardless of circumstances. 
(IF YOU SELECTED C, DEDUCT 1 POINT, 
TURN BACK TO UNIT 3, DOWNWARD CO
MUNICATIONS.) 

A. Why punish Phil for making progress? This 
time he recognized the mistake, even though it 
was a little late. A stronger approach, under 
these circumstances, may also create a gap in 
your relationship. 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 3, LATERAL CO
MUNICATIONS.) 

B. A winner by far. There's nothing like a little 
positive reinforcement to ( 1) encourage further 
improvement and (2) maintain good personal 
relations. 
(IF YOU SELECTED B, ADD 1 POINT, TURN 
BACK TO UNIT 3 , LATERAL CO-MUNICA
TIONS.) 

C. Very weak. The adjustment of the error has 
nothing to do with your handling of the situa
tion. 

• 

(IF YOU SELECTED C, DEDUCT 1 POINT, 
TURN BACK TO UNIT 3, LATERAL CO
MUNICATIONS.) 

DOWNWARD CO-MUNICATIONS • 
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UNIT 3P 
EVALUATION 

LATERAL 

A. This may have been a good 
approach at the outset -
since it normally takes two 
to make an argument. At this 
point, silence may encour
age your adversary to 
further embarrass you. 
(IF YOU SELECTED A, 
DEDUCT 1 POINT, TURN 
PAGE TO UNIT 4, UPWARD 
CO-MUNICATIONS.) 

B. You may make your point by 
walking out, but it won't 
enhance your long-term 
relations with either your 
peers or your boss. 
(IF YOU SELECTED B, 
DEDUCT 1 POINT, TURN 
PAGE TO UNIT 4, UPWARD 
CO-MUNICATIONS.) 

C. This option is the most 
logical from the standpoint 
of "keeping things in 
balance." Hopefully, it will 
temporarily neutralize the 
situation, provide a cooling 
off period, and allow you to 
deal with the problem in 
private. 
(IF YOU SELECTED C, ADD 
1 POINT, TURN PAGE TO 
UNIT 4 , UPWARD CO
MUNICATIONS.) 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
You've been getting a hard time recently from one 
of the managers in a staff position on the same 
level as your boss. He's been very critical of 
reports you submit to him; this may or may not be 
caused by his bad relations with Bob Lee, your 
boss. 

You should : 

A. Talk to him in private and ask him why he's 
being so critical. 

B. Talk to your boss about the situation since he 
may be involved, and because you report 
directly to him. 

C. Work a little harder to upgrade your reports 
so the staff manager will be satisfied. 

TURN PAGE TO CHECK YOUR ANSWER. 

Sally Parks, your secretary, has been very irritable 
lately with Dick and Phil, and occasionally with 
you. You've heard via the grapevine that she's 
having marital problems. 

Your best approach: 

A. Mention to Sally that you've heard she's having 
marital problems and while you are sympathetic, 
you don't feel she has to take it out on her co
workers. 

B. Privately advise other staffers that Sally is 
having some personal problems and suggest 
that they try to be understanding during this 
difficult period. 

C. Approach the problem indirectly by using your
self as an example. Indicate that you sometimes 
have personal problems and irritations, but you 
try not to let them affect others. Then suggest 
that she tries to hide her feelings, difficult as it 
may be, and be less abrasive with others. 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 4 

LATERAL t 
Al Hawk, who is one of your 
peers and a good friend, criti
cized your boss for one of his 
recent actions. 

Your move: 

A. Defend your boss aggres
sively regardless of whether 
he's right or wrong; it's your 
duty as a loyal subordinate. 

Bet in step with Al ("You're 
entitled to your opinion" or 
"I admire your frankness") 
and then defend your boss if 
you feel his action was right. 
If not, direct the conversation 
toward Bob's stronger 
points. 

C. Just listen and don't say any
thing. There's no need for 
you and Al to debate this 
matter. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
A. This may have the effect of creating a larger 

problem and / or getting your boss directly in
volved. Rank has certain privileges, one of 
which is being critical. See C, below. 
(IF YOU SELECTED A, DEDUCT 2 POINTS 
TURN PAGE TO UNIT 4P, UPWARD CO
MUNICATIONS.) 

B. If you talk to your boss, you're bound to 
aggravate the situation between him and the 
staff manager. Weak choice. 
(IF YOU SELECTED B, DEDUCT 2 POINTS 
TURN PAGE TO UNIT 4P, UPWARD co~ 
MUNICATIONS.) 

C. This option is the best route to improved 
relationships for all concerned. It's better to 
"bite your tongue" and not intercede in upper 
echelon matters and relationships. 
(IF YOU SELECTED C, ADD 2 POINTS, TURN 
BACK TO UNIT 4, DOWNWARD CO-MUNICA
TIONS.) 

A. A difficult situation, but this is the wrong way to 
handle it. If anything, it will make matters worse 
- she's bound to resent your "knowledge" 
of the problem and the implication that she's 
taking it out on others. 
(IF YOU SELECTED A, DEDUCT 2 POINTS 
TURN PAGE TO UNIT 4P, DOWNWARD co~ 
MUNICATIONS.) 

B. This is a good way to spread the word ... and, 
not incidentally, create a larger problem. Your 
other staffers will distort the situation and 
cause resentment from all concerned. 
(IF YOU SELECTED B, DEDUCT 2 POINTS 
TURN PAGE TO UNIT 4P, DOWNWARD co~ 
MUNICATIONS.) 

C. This indirect approach will enable you to set 
the stage for a positive suggestion by showing 
her that ( 1) you have similar problems, and (2) 
you sympathize with her situation. Also, you 
avoid talking specifically about the problem 
per se. 

• 

(IF YOU SELECTED C, ADD 2 POINTS, TURN 
BACK TO UNIT 4, LATERAL CO-MUNICA
TIONS.) 

DOWNWARD CO-MUNICATIONS • 
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UNIT 4 
EVALUATION 

LATERAL ' 

A. Wrong. You have an obliga
tion for a reasonable amount 
of loyalty, but don't give it 
blindly. 
(IF YOU SELECTED A, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 4P, LAT
ERAL CO-MUNICATIONS.) 

B. It's smart human relations to 
get in step before express
ing your opinion. This tech
nique (as opposed to meet
ing his opinion head on) will 
help open Al's mind and 
create a good climate for 
discussion. 
(IF YOU SELECTED B, ADD 
2 POINTS, TURN TO UNIT 
5, UPWARD CO-MUNICA
TIONS.) 

C. There is a need for you to 
state your position (without 
being offensive). Handle it 
as in B, above. Even if Al is 
right, it would be a good idea 
to point out some of your 
boss' strong points to 
balance out the criticism. 
(IF YOU SELECTED C, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 4P, LAT
ERAL CO-MUNICATIONS.) 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
You and Bob Lee have been discussing the fact 
that one of his peers is somewhat unhappy with 
reports you've been submitting to him. You know 
that Bob and he have had bad relations recently. 

You should: 

A. Play the situation down by implying that a little 
constructive criticism is healthy and that you 
are trying to upgrade your reports. 

B. Get Bob on your side by indicating that the 
other manager is simply "picking" on you for 
some reason and that the criticism is not 
justified. 

C. Tell Bob that you can handle it yourself, and 
will, by going directly to the manager in ques
tion . 

TURN PAGE TO CHECK YOUR ANSWER. 

Sally has decided to unburden her problems on 
you. After a tearful opening, she says: "I have a 
serious problem with my husband and I feel obli
gated to tell you about it." 

At this point, you should: 

A. Suggest to her that you postpone the discus
sion till she can be less emotional. 

B. Advise her that this is a very personal matter 
and it really isn't your responsibility to get 
involved. 

C. Listen patiently to what she has to say. 

TURN PAGE TO CHECK YOUR ANSWER. 

• DOWNWARD CO-MUNICATIONS • 
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UNIT 4P 
(PENALTY) 

LATERAL 

After criticizing Bob Lee, your 
peer, Al Hawk, turned to you 
and said: "What do you think of 
my boss, by the way?" 

Knowing that his boss is very 
ineffective, yow should: 

A. Decline to comment. 

B. Really lay it on him. Since he 
criticized your boss this 
would be a great chance to 
return the insult. (Besides, 
he's asking for your criti
que.) 

C. Comment on his good attri
butes as well as his bad 
ones. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUN ICA TIONS 



• UPWARD CO-MUNICATIONS • 
A. Smart approach. This move may improve rela

tionships between the staff manager and your 
boss. Your ability to recognize your own 
shortcomings (and your desire to improve) 
should also earn additional respect from 
Bob Lee. 
(IF YOU SELECTED A, ADD 1 POINT, TURN 
BACK TO UNIT 4 , DOWNWARD CO-MUNICA-
TIONS.) . 

B. Not so good. You may look good but this move 
is guaranteed to worsen relations between 
Bob and the other manager. And watch out for 
repercussions that'll affect you too. 
(IF YOU SELECTED B, DEDUCT 1 POINT, 
TURN BACK TO UNIT 4, DOWNWARD CO
MUNICATIONS.) 

C. This is reasonably good, but not as effective 
as A, above. It indicates maturity on your part. 
However, now that your boss knows about the 
situation, you'd better consult with him rather 
than try to deal with it independently. 
(IF YOU SELECTED C, DEDUCT 1 POINT, 
TURN BACK TO UNIT 4, DOWNWARD CO
MUNICATIONS.) 

A. This is an emotional problem and always will 
be. Postponing it won't make it less emotional. 
If anything, it could indicate a lack of empathy 
and interest on your part. 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 4, LATERAL CO
MUNICATIONS.) 

B. This response, like A, above, will probably 
cause her to feel rejected. As a rule, you 
shouldn't get involved in a subordinate's per
sonal problems, but since she evidently wants 
to share the problem, you'd better listen. 
(IF YOU SELECTED B, DEDUCT 1 POINT, 
TURN BACK TO UNIT 4, LATERAL CO
MUNICATIONS.) 

C. Here's your best reaction - if you don 't try 
to give any advice. Apparently, Sally is seeking 
a sympathetic ear and some patient listening 
on your part will help her calm down. 

• 

(IF YOU SELECTED C, ADD 1 POINT, TURN 
BACK TO UNIT 4, LATERAL CO-MUNICA
TIONS.) 
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UNIT 4P 
EVALUATION 

LATERAL t 
A. You have everything to gain 

and little to lose by avoiding 
Al's baiting. "No comment," 
tactfully stated, is your best 
bet in this situation. 
(IF YOU SELECTED A, ADD 
1 POINT, TURN TO UNIT 5 , 
UPWARD CO-MUNICA
TIONS.) 

B. You should know better by 
now. Being vindictive in this 
case might agitate Al or give 
him the opportunity to play 
your comments back to 
other associates. 
(IF YOU SELECTED B, DE
DUCT 1 POINT, TURN TO 
UNIT 5, UPWARD CO
MUNICATIONS.) 

C. This is kind of wishy-washy. 
As a general rule, don't 
knock or criticize your supe
riors. Commenting on the 
good points first won't 
lessen the bite of your neg
ative remarks. 
(IF YOU SELECTED C, DE
DUCT 1 POINT, TURN TO 
UNIT 5, UPWARD CO
MUNICATIONS.) 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
Bob Lee has established a new policy which you 
must implement and one that directly affects the 
people who report to you. You're agreed that the 
overall policy is in the best interests of the com
pany but you feel that in its present form it will 
create a very unfavorable reaction. 

You should: 

A. Credit Bob for the decision and insist that the 
policy is followed. 

B. Meet Bob head on and make your point in a 
very strong way. 

C. Tell Bob the policy is a good one but that is it 
were modified slightly it might be more effec
tive. 

TURN PAGE TO CHECK YOUR ANSWER. 

You are not as knowledgeable about a subject as 
you should be. However, in order to write a report 
you'll have to get information from your only 
source - Dick Murray. 

The best way to handle this: 

A. Confess your lack of knowledge (whatever the 
reaction) and tell Dick you 're relying on him to 
provide the expertise. 

B. Flatter Dick by implying that your boss sug
gested he supply the information. 

C. Tell Dick exactly what you need without 
explaining why you can't handle it. 

TURN PAGE TO CHECK YOUR ANSWER. 

... DOWNWARD CO-MUNICATIONS ... 
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UNIT 5 

LATERAL t 
One of your peers has asked 
you to do him a favor. You're 
under no obligation to do it, of 
course. You also feel that, if the 
situation were reversed, your 
associate probably wouldn't do 
you a similar favor. 

In this instance, you should: 

A. Politely turn him down with
out explanation. 

B. Do the favor for him. 

C. Agree to do the favor but 
imply that you'd expect him 
to reciprocate if the occa
sion presented itself. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-MUNICATIONS 



• UPWARD CO-MUNICATIONS • 
A. It's not good management practice (nor good 

human relations) to pin the blame on others. 
As part of management you'll occasionally 
share in unpopular decisions. 
(IF YOU SELECTED A, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 5P, UPWARD CO
MUNICATIONS.) 

B. Sorry, wrong move. It's a gutsy tactic, but it 
won't work very well with Bob - who's a hard 
charger himself. 
(IF YOU SELECTED B, DEDUCT 2 POINTS, 
TURN PAGE TO UNIT 5P, UPWARD CO
MUNICATIONS.) 

C. This approach isn 't guaranteed to work - but 
it is your best choice in this situation. Bob will 
be more receptive to your suggestion if you 
set the stage with a sincere compliment. (Even 
bosses need reinforcement!) 
)IF YOU SELECTED C, ADD 2 POINTS, TURN 
BACK TO UNIT 5, DOWNWARD CO-MUNICA
TIONS.) 

A. A good choice. First of all, there's no harm in 
admitting your lack of knowledge - being 
frank will enhance relations. You 're also making 
him feel important by asking for his help and 
admitting his "expertise" . 
(IF YOU SELECTED A, ADD 2 POINTS, TURN 
BACK TO UNIT 5 , LATERAL CO-MUNICA
TIONS.) 

B. Dick may be flattered by this comment, but it's 
bound to backfire if (1) Dick decides he's been 
singled out by higher management and takes 
advantage of the fact or (2) He finds out that 
your boss never suggested that he be given 
the chore. 
(IF YOU SELECTED B, DEDUCT 2 POINTS, 
TURN TO PAGE 5P, DOWNWARD CO
MUNICATIONS.) 

C. This tactic could create problems since it per
mits Dick to interpret your reasoning. For 
example, if he is unaware of your shortcoming, 
he may feel that you're merely trying to "test" 
him. 

• 
(IF YOU SELECTED C, DEDUCT 2 POINTS, 
TURN TO PAGE 5P, DOWNWARD CO
MUNICATIONS.) 
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UNIT 5 
EVALUATION 

LATERAL t 
A. This is a neutral position 

which will do nothing to up
grade relations, and may 
harm them. 
(IF YOU SELECTED A, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 5P, LAT
ERAL CO-MUNICATIONS.) 

B. This is a wise choice and 
may indeed be the first step 
toward an improved relation
ship . Good inter-personal 
relations often requires that 
you give the other party an 
opportunity to relate. 
(IF YOU SELECTED B, AND 
2 POINTS AND TOTAL 
YOUR SCORE. YOU HAVE 
FINISHED THE GAME.) 

C. The " reciprocity" will detract 
from your offer. If your favor 
has strings attached to it, it 
will impair relations. 
(IF YOU SELECTED C, 
DEDUCT 2 POINTS, TURN 
PAGE TO UNIT 5P, LAT
ERAL CO-MUNICATIONS.) 

CO-MUNICA TIONS 



• UPWARD CO-MUNICATIONS • 
Bob Lee has called you into his office and wants 
to know why the new policy isn't being followed 
by all of your people . 

You should: 

A. Defend them on the basis that change takes 
time and that different people react differently. 
Promise that you'll get them on the ball if you 
can have some more time. 

B. Tell him that you're having difficulty with the 
situation and ask him for help. 

C. Tell him that the decision to implement the 
policy did not consider individual needs and 
that if your suggestions were followed you 
would be having less problem now. 

TURN PAGE TO CHECK YOUR ANSWER. 

Dick has provided you with the input as requested. 
However, when handing it over in final form , he 
casually remarked : " I hope I get some credit for 
this. I don't think anyone else could do it as well. " 

You should : 

A. Caution him about acting superior. 

B. Praise him for doing an effective job. 

C. Tell him that, if the job is as good as he says, 
you'll personally see that he gets his full share 
of the credit. 

TURN PAGE TO CHECK YOUR ANSWER. 
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UNIT 5P 
(PENALTY) 

LATERAL 

As a result of your previous 
action, your associate got 
someone else to do the favor. 
Now that you realize your 
approach was wrong .. . 

You should : 

A. Do nothing. It's too late to 
compensate for your mis
take and any attempt would 
look like you're patronizing 
him. 

B. Quickly and emphatically 
admit you were wrong and 
let him know that you'd be 
happy to do him a favor 
when the opportunity next 
arises. 

C. Just wait for a chance to do 
him a favor in the future, and 
then take advantage of it by 
offering your service. After 
all, actions speak louder 
than words. 

TURN PAGE TO CHECK YOUR 
ANSWER. 

CO-M UNICA TIONS 



..... UPWARD CO-MUNICATIONS ..... 
A. This is a little weak, especially when dealing 

with a demanding boss like Bob. He's apt to 
bristle when he hears excuses. 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 5 , DOWNWARD CO
MUNICATIONS.) 

B. This would be a good time to lay it on the line. 
Your request for help is not a sign of weak
ness, but recognition that Bob can contribute. 
He'll probably appreciate this and pitch in to 
help you . 
(IF YOU SELECTED B, ADD 1 POINT, TURN 
BACK TO UNIT 5 , DOWNWARD CO-MUNICA
TIONS.) 

C. This is a little too direct and may touch off an 
explosion. Nobody likes to hear "I told you so," 
especially your boss, and it can only lead to 
trouble. 
(IF YOU SELECTED C, DEDUCT 1 POINT, 
TURN BACK TO UNIT 5, DOWNWARD CO
MUNICATIONS.) 

A. No need to make an issue of such a casual 
comment. Obviously, he takes pride in his 
work, and while his human relations skills are 
not up to par, yours should be. 
(IF YOU SELECTED A, DEDUCT 1 POINT, 
TURN BACK TO UNIT 5, LATERAL CO
MUNICATIONS.) 

B. Dick may need some recognition but it's pre
mature (since you haven't had a chance to 
review his work). He may view it as thinly
disguised flattery . 
(IF YOU SELECTED B, DEDUCT 1 POINT, 
TURN BACK TO UNIT 5, LATERAL CO
MUNICATIONS.) 

C. This is a reasonable approach and the one that 
makes most sense in this situation. It sounds 
sincere and includes a commitment for support 
and recognition - which Dick evidently wants. 
(IF YOU SELECTED C, ADD 1 POINT, TURN 
BACK TO UNIT 5, LATERAL CO-MUNICA
TIONS.) 

• DOWNWARD CO-MUNICATIONS • 
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UNIT SP 
EVALUATION 

LATERAL 

A. "Doing nothing" will do 
nothing for this situation . If 
you realize that you have 
acted in error, you should 
take the initiative to make 
amends. 
(IF YOU SELECTED A, DE
DUCT 1 POINT AND TOTAL 
YOUR SCORE. YOU HAVE 
FINISHED THE GAME.) 

B. This will help win your asso
ciate over. It's not easy to 
admit an error, but when 
appropriate, this technique 
will produce astonishing 
results. 
(IF YOU SELECTED B, ADD 
1 POINT AND TOTAL YOUR 
SCORE. YOU HAVE FIN
ISHED THE GAME.) 

C. A delay may be as harmful 
as doing nothing (A, above). 
You could wait a long time 
before a similar opportunity 
occurs. In the meantime 
your relationship will deter
iorate further. 
(IF YOU SELECTED C, DE
DUCT 1 POINT AND TOTAL 
YOUR SCORE. YOU HAVE 
FINISHED THE GAME.) 

CO-MUNICATIONS 
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Training and Orientation 

The ancient maxim that "First impressions are lasting impressions" has a 
great deal of truth in it. In this unit we will review some of the considerations 
important to effective introduction, orientation and initial training of the new 
employee. It is our view that the supervisor has an up-front, initial invest
ment of time and effort in the new employee which, if done well, pays solid 
dividends. This view holds true whether the supervisor works in a firm with 
no personnel department or in one with a large, specialized group of per
sonnel functions (employment, training, benefits, etc.). For, even in the latter 
case, such functions are agents or representatives of the supervisor and do 
not lessen the supervisor's responsibility to evaluate the new employee's 
knowledge, adjustment and competence to quickly and smoothly contribute 
to the department's mission. Obviously too, no one can represent the 
supervisor's "ways of doing things" as accurately and as effectively as the 
supervisor concerned. 

The Golden Rule - In Reverse 

There are lots of ways to bring new employees on board: 
1 . Act surprised or note that you "forgot" when the cherub arrives; 
2. Make sure you're too busy or in the middle of a crises and hurriedly 

pawn them off on someone else - "I'll pick you up later in the morning"; 
3. Better yet, keep them waiting in a corridor somewhere (preferably 

standing), then use 1 or 2 above; 
4. Be sure they get a parking ticket on their car, miss lunch, get lost at 

least twice and ask the boss where the toilet is; 
5. When you do manage to sit down with them, be sure to start with: 

"Welcome aboard! You'll find that people are very important here! We 
work hard but we believe in having some fun together too," etc., etc. 

6. Touch bases with them again in a week and remember to forget their 
name. 

Sound familiar? It's happened to most of us at one time or another. So, 
although we are going to review some specific techniques and notions, 
there is really no substitute for the Golden Rule. 

Introduction 

Introduction involves the formal (and legal) requirements the organization 
has for making a person an employee of record. These requirements and 



procedures should be written and the new employee should have a copy. 
Most firms provide an "Employee Handbook" or mimeographed sheets. 
Such documents should be concise, clearly written, simply organized and 
factually accurate. Their purpose is not to propagandize. Frequently, the 
format is in the form of a check-list. 

• Forms to be completed 
Payroll, inventions disclosure, etc. 

• Hours of work 
Lunch times, breaks, on-off premises rules, etc. 

• Reporting absences, illnesses 
• Safety and hygiene policies 
• Benefits eligibilities 

Mandated, voluntary, contributory, automatic 
• Pay - Classification Schedule 
• Questions about . ... 

Whom and where to contact 

In spite of our recommendation that introduction be limited to simple and con
cise format and a brief listing of "musts" , many organizations confuse this 
important, initial indoctrination step with the new employee by including too 
much about too many things. Moreover, even if introduction is limited to our 
recommended approach, a follow-up, detailed oral review with the employee 
is a must - but only after the employee has had the document for several 
days. This permits an opportunity for self study, review with spouse, or 
whatever during those first few confusing days when so much is going on. 

We recommend that the supervisor provide the oral review of introduction 
materials. It is a natural opportunity for the supervisor to answer questions, 
get to know the employee a bit better, and to establish a management
counselor-trainer link with the employee. Too, the oral review may be critical 
tor factual purposes if the new employee has difficulty reading and under
standing written material, English, etc. Such limitation is important for the 
supervisor to know. But remember, limit the review to its (and your) brief 
purposes. 

Orientation 

As noted, we view initial introduction as limited to the procedures and rituals 
for establishing organization membership or citizenship. Orientation on the 
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other hand, is job centered. It involves the knowing and doing that ensures 
the new employee: 
1. Survives 
2. Survives well 
3. Survives the way we want them to 

Survival issues are the things the employee must know and do in the depart
ment. "Surviving well" and "the way we want them to" issues are the good 
to know and do things. The former issues are usually formalized (written), 
the latter "good to know" ones are frequently informal and learned through 
experience in the job. Let's examine some of each. 

Most organizations have quite a variety of forms which represent the pro
cedures involved in complying with organization policies. Examples include 
timecards or sheets and attendance forms; material requisition or purchase 
order documents, job sheets or activity calendars, disbursement forms, etc. 
Other examples include job descriptions, customer order forms, budget 
documents and union contracts. Larger organizations have "forms and pro
cedures" manuals as ready references and, of course, the all-pervasive 
computer requirements embodied in "systems manuals". Most jobs require 
knowledgeable use of several or more of such procedures in order to 
survive. Mastering such knowledge and use may vary from formal education 
didactic instruction to "sink or swim" application. But more about that later. 

Another kind of frequently formalized procedure central to survival is 
represented by the organization chart, how jobs and functions in the 
departments are integrated and related to each other. These can be broken 
down into positions within the department that bear a functional relationship 
to the job and similarly, to those outside the department. In turn, within and 
between department positions-functions may be viewed in terms of "vertical 
relationships" (superior and subordinate to this job - "chain of command") 
and "lateral relations" (equal or peer level). We mention these analyses 
because each type may vary in its' relative criticalness to survival and each 
may require somewhat different skills or knowledge to utilize effectively. 

Most companies-departments have a larger number of informal ways 
of operating, informal (but well understood) procedures and even informal 
"policies". These arise through time and tend to be particularly resistant 
to change. Their sources are many and varied: to substitute for a lack of 
policy; to further refine or operationalize a broadly-worded or ill-defined 
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formal policy, to correct the practical deficiencies of a "noble" or "idealistic" 
one, and to give expression and substance to the idiosyncracies or hang-ups 
of assorted supervisors, managers or officers (living or dead). They give 
character and uniqueness to the enterprise and are important elements in 
"surviving well" . They are important ingredients in the training and orientation 
effort. 

It was noted earlier that orientation is job centered. And, because jobs vary 
widely in complexity, size, level and cultural context, the proper orientation 
emphasis for a given job - context requires some reflection and analysis 
on the part of the supervisor. And the supervisor is uniquely suited to this 
task because, in the final analysis, it is the supervisor's views and beliefs 
about the job that is the job. The supervisor communicates more than task
relevant information about the job. Leadership style, feelings, relative values, 
etc. Such communication "realities" can hardly be delegated or hidden. It is 
preferable that the employee obtain such information from the "horse's 
mouth" (the supervisor) than from some "horse's ass" masquerading as the 
department know-it-all. 

How is the supervisor going to ensure that the new employee obtains 
effective orientation? What is the best way to impart survival knowledge and 
progress through surviving-well "smarts"? How can the "doing" be shaped 
to establish competence and to extinguish incompetence? How much time, 
effort and willingness does the supervisor realistically have to participate in 
the new employee orientation process? What time frame is necessary? 
practical? How much productivity (quality-wise, quantity-wise) is expected 
to be compromised by orientation procedures? What expectations or out
comes are anticipated performance-wise and when? 

These and similar questions are a necessary part of formulating a manage
able and effective orientation plan. Since it is unlikely that the supervisor will 
decide (or have the opportunity) to handle everything personally, there are 
additional steps in planning to use other persons and resources too. In 
considering some of these questions in terms of our introductory remarks 
on orientation, we will review some practices that have proved effective 
when correctly applied. But first we will ennumerate some common failures 
- problems associated with many orientation efforts. 
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Common Problems-Failures 
Information Over-Load 

Introduce your new employee to the other seventeen employees in the 
department and expect fifty percent recall. Provide ten carefully "these are 
all important", and expect mastery or proficiency within the first week on 
the job. Hand the employee a manual titled "Everything You Need to Know" 
and say, "read this through, get on top of the important stuff and let me 
know if you have any questions". Got the idea? Well, your new employee 
hasn't. 

Information Conflict 

Assign your new employee to the position, working under continuous 
guidance, and provide self-study materials to "read-up on". Develop a daily 
agenda that goes something like this: 
1. Two hours with my Assistant 
2. Two hours with Traffic Manager 
3. Two hours with Personnel-Medical 
4. Two hours with Sales Department 

Or, mix-up the day so that a "good overview of routines" is experienced. 
Some trivial, some critical, throw-in some social amenities and expose to a 
few procedures that aren't in the job but might be of interest later on. 
Review several by-the-book routines and explain that, "we don't always do 
it this way, because ... "You're not confused? Your employee is. 

No Practice Application 

"You'll need to know these inventory rules and procedures when we get to 
the daily schedule, so familiarize yourself with them now." Or, how about this 
one: "I'm assigning you to Harry today and you can observe his work. 
Tomorrow you can ride shot-gun with Phyllis." It's a great way to keep a new 
employee from fouling-up, right? Unless you've hired for an observer or 
gad-fly job, there isn't much point to "filling time" this way. 

No Feedback 

The most common variant of this error is the "glittering generality": "Hope 
you're getting along ok. Hope you like it. Are you enjoying your orientation? 
Pleased you're with us. How is it going?" etc. Avoiding systematic review 
and evaluation of the specific objectives or purposes of each orientation 
segment with the new employee is a great time saver. Or is it? 
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Do-It-Yourself Immersion 

Your new employee already has three years' experience with this type of 
work, right? So, stay out of their way and let them get to work, show their 
stuff. You need the help, now. You'll accept some slowness but they'll sort 
it out as they go. This approach is particularly embarrassing at the six-month 
performance appraisal point: 
1. "It appears that you're reluctant to ask for help; 
2. You get in over your head and don't seem to recognize you have a 

problem; 
3. You're coming across as over-confident but not aggressive enough ." 

etc. 

So much for some common pitfalls in orientation. Let's examine some of the 
kinds of techniques or approaches when utilized properly that orient new 
employees well. 

Buddy System 

Assigning a new employee to another employee for a specified interval of 
time can be an effective orientation approach if the buddy is selected with 
care. The central requirement is that the buddy be highly accessible and 
motivated to perform this role. This approach tends to ease the social entry 
effort and is frequently helpful in mastering the informal system (the buddy 
is an unofficial status). Using a "best performer" as a buddy is less impor
tant than using a best teacher-coach-counselor type who has high morale. 
Such assignment should not be casual or off-hand as the supervisor needs 
to free-up the buddy enough to plan, organize and coordinate the orienta
tion outcomes desired. Finally, the buddy approach can have a doubled 
value: employees selected for this role may be flattered to be chosen and 
other employees will recognize the "citizenship" example provided thereby. 

Sequential Assignment 

Depending upon the new employee's ultimate job responsibilities, there are 
many variations of this approach. The main notion is usually a spaced or 
spread-out exposure to multiple job tasks. The assignments may be "bite 
sized" tasks which sample vertical job relationships, horizontal ones, or a 
planned mixture of both . Such "sampling" of the job activities is a particularly 
helpful orientation device if the ultimate job is one that is highly dependent 
or interdependent with other jobs. Obviously, the sequence and time of 
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assignments should be carefully selected and illustrate some compelling 
rationale regarding work flow, operations sequence, or ways of doing 
business. 

Colloquy 

Here, a planned series of conversations or meetings is the main orientation 
device and this approach can be combined with any others too. Typically, 
the supervisor will set aside a specific time each day, every-other day or 
whatever, to review and reflect with the new employee regarding the just
completed exposure. Not infrequently, the supervisor may delegate some 
of these sessions and / or include other "helpers" in the discussions. 

This approach can be particularly effective in getting the supervisor's 
"style" communicated in an informal way while dealing with formal job
organization elements. It provides an easy forum for tailoring efforts to a 
particular individual and should therefore be a somewhat flexible plan, 
emphasis-wise. Its effectiveness depends upon careful evaluation of the 
new employee's progress, feedback, and encouraging free exchange of 
questions, puzzlements, frequent summarizations, etc. Obviously too, the 
supervisor can use this approach to good advantage in shaping the new 
employee's attitudes, expectations and perceptions toward both the formal 
and informal organization of work. 

Orientation Services 

Some large firms, particularly in times of heavy employment or turnover, 
have a staff specialist to perform orientation on a group or "batch" basis. 
Because we believe that effective orientation must be job-centered, this 
approach has serious limitations. It cannot substitute for the supervisor
employee link in their own department. We do view using such staff special
ists as an additional resource or adjunct as potentially helpful. 

Finally, as this last approach suggests, the supervisor may elect to batch or 
group new employees' orientations, either partially or wholly. This can save 
time and effort on the part of those implementing the orientation, but con
siderably increases both planning and coordinating activities. Too, if a new 
employee has already been on the job several days or more before the 
orientation program is started, there are probably a number of first impres
sions that will require modification or unlearning. 
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In summary then, orientation is job centered, but its emphasis is job context 
more than job content. It deals with initial survival issues and includes both 
formal and informal departmental requirements. An effective orientation plan 
has all the elements of a good training program, not the least of which is 
ensuring conditions for high interest and motivation on the part of the new 
employee. Therefore, we will direct our attention now to some of the con
siderations important to initial training and follow-up. Here, our emphasis is 
necessarily job content. 

Training 

Several basic learning principles must be incorporated into the training 
effort in order to obtain effective and efficient results. Let's review these 
principles: 
1 . Active practice 
2. Reinforcement 
3. Knowledge of results 
4. Transfer of learning 
5. Overlearning 
6. Individual differences 

Rather than develop these principles in terms of a theoretical framework, 
let's consider their use or application in terms of several, commonly used 
training approaches - techniques. 

Job Instruction Training (JIT) 

Here, the job is broken down into individual or discrete tasks which are 
logical steps in the job activity. The what-when-why-how explanations of 
each task are demonstrated ("show & tell") and the employee is provided 
an opportunity to imitate the demonstration and then to practice it until the 
desired competence is achieved. Building on this performance, the next 
related task is introduced, etc. If the task analysis has been carefully done, 
JIT easily satisfies our learning principles: 
1 . Imitation and distributed practice by the trainee is an integral part of the 

method. 
2. Reinforcement is achieved by having the trainer or instructor aid the 

employee by correcting error until the successful performance occurs 
before moving onto the next task. 

3. Knowledge of results is also an integral part of the method due to the 
instructor-practice link. 
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4. Transfer of learning results is automatic because the materials -
learning elements are an actual part of the job. 

5. Provisions for overlearning critical task elements can be controlled by 
the instructor by merely increasing practices until the desired behavior 
becomes almost "automatic". 

6. Individual differences of trainees {ability, knowledge, motivation) are 
expressed in practice routines and the instructor can adjust for them as 
learning proceeds. 

Successful JIT depends upon selecting instructors who enjoy and have a 
knack at training, who can master the proper methods of instruction -
analysis required in this approach, and where production pressures or other 
distractions do not interfere with the sequence of mastery. It is sometimes 
helpful and more interesting to use several different instructors - trainers 
for various facets of the job. For those jobs involving particularly compli
cated performance sequences, JIT is an especially apt training approach. 
But training the trainers is critical! 

Modeling 

The employee is assigned to {a) person{s) who is {are) a model performer of 
a given task, performance or job. The employee is encouraged to imitate 
such performances and is evaluated in terms of reproducing them. Model
ing tasks can range from relatively simple tasks such as greeting a visitor 
{receptionist) to complex ones such as selling and closing {salesman). 
Modeling is often used as one part or component of training and rarely as 
the only technique. Videotapes of model performances have gained in
creasing interest in recent years and analysis of performance elements as 
well as imitation "units" is included. A well-designed modeling approach, 
like JIT includes coverage of basic learning principles in its process. 

Vestibule Training 

The two most common forms of vestibule training are the training center 
and simulation center. It is similar to JIT in methods-approach but the train
ing is done away from the actual job and includes special arrangements: 
safety, consequences of failure are trivial {compared to actual job), ~quip
ment is carefully prepared-programmed, training aids and instructor{s} con
tinuously available, trainees learn together, etc. The training elements must 
be as life-like or realistic as the real job elements in order to facilitate or 
ensure transfer of training results to the actual job and job situation. A less 
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formal, but related approach frequently seen is to assign the employee an 
operation (for example, counter-sinking with a drill-press) on unused (at the 
moment) equipment and providing scrap material for practice. The resource
ful supervisor can utilize such an approach to good advantage with careful 
planning of learning-doing sequences. It is especially useful f(i)r jobs which 
are unavoidably in a context of substantial distraction or danger. In large 
firms with continuous training needs, a staff training department is frequently 
responsible for a highly formalized and systematic vestibule training service. 

Job (Assignment) Rotation 

Probably the most often used training approach, job rotation or its variations, 
is frequently least effective. Unless careful provisions are made to satisfy 
the learning principles noted earlier, it tends to be learning by osmosis or 
immersion. On the other hand, as well thought-out rotation approach can 
utilize most or all of the techniques-methods discussed previously. 

Coaching 

Also frequently used, coaching as a training technique is as good or bad as 
the coach. If the coach is familiar with and adept at using learning principles 
and has expert knowledge of the work, then coaching can be quite effec
tive. Ideally, coaching is a continuous, informal day-by-day approach involv
ing active evaluation, feed-back, discussion and planning. Many supervisors 
use this technique and should recognize the modeling potential of this 
approach as well as the need for task content elements to be carefully 
analyzed and sequenced. 

Performance Appraisal - Management by Objectives (MBO) 
This can be very similar to the supervisor-coach approach and depends 
heavily upon the performance appraisal or MBO process to be based upon 
a careful analysis of both job content and job context. As a training tech
nique it must involve active participation-evaluation by the employee and 
authoritative trainer (instructor) skills on the part of the supervisor. It can be 
the most realistic of all training approaches but sometimes, because of poor 
job analysis, is thoroughly unrealistic and confusing. It is frequently the most 
demanding training technique from the standpoint of the supervisor's time 
and effort, both preparation-wise and implementation-wise. However, when 
done well, the results are usually superior to other methods reviewed. 
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Conference Method 

The training conference which is job content oriented involves discussion 
among and between trainees and instructor(s). It frequently does not pro
vide active practice, adequate provisions for transfer of learning ·and over
learning strategies. Therefore, it is usually found in conjunction with other 
training techniques such as practice materials-simulations, self-evaluation 
case studies, etc. Never-the-less, a well-prepared conference approach to 
training has proven very effective in developing problem-solving and 
decision-making skills, changing or modifying attitudes, and in presenting 
new and complicated materials or subjects. While conferences or seminars 
emphasize discussion, they frequently include several other training 
approaches within the conference design: demonstration ("show and tell"), 
modeling, etc. 

Lecture 

The lecture is not a training approach, but a technique sometimes used in 
training programs. It does not satisfy the learning principles which underly 
training. It is useful for providing "one-way" information or knowledge when 
the emphasis is on education rather than application. The lecture tech
nique or method also depends upon a careful analysis of the logical 
sequence which the knowledge to be imparted rests upon. In addition, the 
lecturer must not only know the material analytically and logically, but have 
strong communication skills: clarity of expression, ability to arouse and 
sustain audience interest, stage presence and persuasiveness are import
ant ingredients. 

Supplemental Sources 

A job oriented training program may utilize outside sources such as con
sultants, vendors, trainers and other experts from either inside or outside 
the company. Similarly, training and education centers are available as well 
as school courses, institutes and the like. It is important that such resources 
have high relevance and high transfer of learning potential for the job(s) 
incumbents or employees so involved. Typically though, these resources 
must be linked to actual job application - practice and "home base" evalu
ation. When properly used and evaluated, supplemental education-training 
sources can contribute much to the supervisor's training objectives. But 
supervisory evaluation is important to determine if a contribution to the 
employee's job effectiveness has indeed occurred. 
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In summary then, we have reviewed some of the practices and principles 
associated with job content training. It is obvious too that these considera
tions are also related to job context issues reviewed under orientation of 
new employees. Hopefully the supervisor can be an integral part of the 
orientation and training efforts. But in any case, minimally, the supervisor 
has responsibility for evaluating them. The "bottom line" is: "Am I obtaining 
more effective job performances?" 
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LEADERS GUIDE 
Training & Orientation 

Introduce self; 
Welcome to Session 

Major objectives of 
session -
Review strengths, weak
nesses and limitations of 
selected orientation and 
training practices. 

Planning principles 

Encourage participation 

Good Morning. For those of you who might not 
know me I'm (name) 

' 
the (title) for WCIRA. I'd like to 
welcome each of you to this training session 
and give you a general idea of our objectives. 

As you probably know, one of the major object
ives of t~is training session is to review some 
of the do's and don'ts of orienting new em
ployees and subsequent follow-on training 
to ensure a good start-up. 

Another major objective closely related to the 
first, is to illustrate those principles and 
common-sense consideration which underlie 
orientation and training plans. We emphasize 
the immediate supervisor's responsibility to 
formulate a logical and interesting set of experi
ences for the new employee, including specific 
objectives or outcomes desired and evaluation 
of whether or not they are attained. 

This is your training session. So let's share your 
ideas, your experiences and use your data to 
work--through these training materials. If we do 
its conscientiously, each of you will leave this 
session with well-formulated plans for your next 
orientation-training effort. In other words, using 
your real data will result in transfer of training 
here to an actual on the job effort. 
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Definition of Orientation Job centered 
Job context emphasis 
Formal information - knowledge 
Informal information - knowledge 

Write definition elements on chartpad as you discuss. Ask for examples of 
formal and informal information requirements that would be covered in a 
good orientation program in this organization and in specific departments 
(individual supervisors). Don't get hung-up on context versus content 
variables as some way be viewed as both. Inquire why some inclusions, etc. 

Write examples on separate sheet labeled "Formal/Informal" classify each 
as survival (S) or nice-to-know (N) knowledge - there may be some varia
tion here due to different department's mission or "culture". Examine lists 
out-loud with trainees, regarding whys of inclusion, logic, etc. The efforts 
here have diagnostic value. Disagreements classification-wise or emphasis
wise probably reflect differing "culture" requirements; individualistic or 
idiosyncratic "packets", organizational confusion (conflict), distinctive 
shaping elements such as technological base or staff versus line or outward 
orientation (e.g. sales) rather than inward orientation (manufacturing), etc. 

High-agreement items are organization-wide information elements and con
stitute a care orientation curriculum which can, obviously, be codified and 
dealt with formally. 

In the Exercise that follows, attempt to divide into several groups those 
supervisors with most common agreements (within group homogeneity). 
Tape these exercise sheets to the side and start new sheet, listing: 

Common Problems - Failures 

1. Information Over-load 
2. Information Conflict 
3. No Practice - application 
4 . No Feedback 
5. Do-it-yourself Immersion 
6 . Others? 

Can trainees add to list? 

Encourage group to give experience examples of each, both as "victim" 
(how did that make you feel toward organization? supervisor?) (conse
quences?). Tape this sheet aside at some appropriate closure point. 
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Start a new sheet, listing as you review main notions - strengths of (see 
text): 

Common Orientation 
Approaches or Practices 
Buddy System 
Sequential Assignment 
Colloquy 
Orientation Services 

This segment should be a mini-lecture. 

Closure at this point may precede by asking for questions, making clarifica
tions, etc. of all material covered so far. 

EXERCISE: 

Divide trainees into most appropriate groupings and direct: "Devise an 
orientation plan which effectively uses the resources you have and avoid 
the errors we have reviewed. List, in sequence, that will be done each day 
or portion of each day (be realistic!) and what (whom) approach or tech
nique will be used for each. Be prepared to defend the sequence or com
binations as well as how you intend to monitor or evaluate each of them." 
"You will have one-half hour (?) to prepare your sheet." (Provide sheets 
and markers) 

Have a spokesman present each group's plan to the others and invite com
mentary critique. When completed, summarize the many common (hope
fully) elements in each plan and provide supportive clarification of logical 
differences close orientation unit with loose ends, final clarifications and 
emphasize that the key to effective orientation outcomes requires the kind 
of planning and thinking - through of objectives that they have just 
performed. 

Definition of Training (Write on Chart pad): 

• Application of learning principles 
• Leading to acquisition of skill knowledge and low attitudes 
• Directly relevant to job performances (job centered). 
• Job content emphasis. 
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(Intro) 

As we have seen from a consideration of Orientation, selecting an approach 
to influence a new employee's attitude, expectations and performances 
requires a thoughtful analysis. This is often more true or a greater require
ment when considering follow on training. The new employee, no matter 
how experienced, is in a new work situation . Their training needs must be 
evaluated in relation to their duties. 

Initially then, the supervisor needs a sound evaluation of those duties the 
new employee can perform satisfactorily and those that are not. A first 
approximation to a training needs analysis is similar to your "needs to know 
- nice to know" planning for an orientation program. 

Write down the major task which must be accomplished successfully in 
order to "survive" in the job. Job descriptions, operations sheets, proce
dures - standard documents, industrial engineering studies and similar 
records are helpful, if available. If not, an analysis of specific major tasks 
and their sequencing is reqUired. Evaluate the employees' ability to perform 
each of these: 

Highly acceptable 

Acceptable 

Marginal 

Unacceptable 

This analysis will provide "first-stops" training requirements. Similarly, the 
non-major (less critical) task performances may be organized into a perform
ances evaluation effort. 

This initial analysis and evaluation provides the job-training issues or content 
to be organized into a training plan. It is rather like an inventory of tasks
knowledges which are done well, not done well and not done at all. Let's 
review a framework for planning and organizing the training effort. 

PRINCIPLES OF LEARNING 

1. Active practice (versus passive) 
2. Reinforcement (negative and positive) 
3 . Knowledge of results ("right" to fail) 
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4. Transfer of learning {provisions} 
5. Overlearning {why necessary) 
6. Individual differences: 

knowledge 
skills 
aspirations 
ambitions 
experiences 
attitudes 
values-beliefs 

Let's review how OJT-JIT satisfies this framework (see text). 

Brief oral review of main notions (see text): 
Modeling 
Vestibule training 
Job (assignment) rotation 
Coaching 
M-8-0 Performance Appraisal 
Conference method 
Lecture 
Supplemental Sources 

Participation Potentials: 

1. If entire group is pretty familiar with one job or cluster of duties, you can 
do an on-paper training plan for entire class 
a) several groups, each with familiarity of a given job do said exercise 

with Leader available for consultation. Feedback to total group. 

2. Solicit individuals' experiences (pro and con) with various techniques, 
approaches and discussions. 

3. Lead class through chalk talk analysis and description of a job-training 
issue that has been a problem for (most) of them and why it has been a 
problem (selection, untrained trainees, task conflict-ambiguity, etc.) 
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Job Responsibility, Authority 
and Evaluation 

One area which is generally overworked by most as a resource is the job evaluation and 
an accurate job description which results from the evaluation. 

Most job evaluations are done for reasons: 

1. Determining levels of wage, benefits and other forms of compensation. 

2. Legal (exempt/non-exempt status) I certification (state/local/federal/profes
sional, etc.). 

3. Selection procedure validation. 

4. An informational device for employees. 

Informational Device For Employees 

This fourth area of application is generally the least well handled by most job evaluation 
and descriptions. The reason for this lack of effectiveness is simply most thought is con
centrated on the first 3 reasons for doing the job evaluation and description and the 4th is 
usually an after thought. 

In this following segment, we will be looking at your job and those of your employees to 
see how you can improve productivity through: 

• I mp roved job knowledge 
• Focus on key results areas 
• Reinforcing the chain of command and communication 
• Reducing confusion as to responsibilities 
• Reducing the "that's not my job" syndrome! 
• Establishing clear guideline for authority in terms of 

a. Scope 

b. Limit 

• Establishing accountability by a clear understanding of both 

• job responsibilities 

• job authority 
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Part I 

A General Guide for Preparing 
Job Descriptions 
Working with someone is no guarantee that you know everything his job entails. 

Sometimes even the supervisor is surprised to find out just how much the quiet person 
over in the corner is doing. But a good job description - in addition to serving many 
other purposes - will tell the story to all concerned, whether or not they are familiar with 
your particular operations. 

Because jobs vary widely, and because people differ in the way they analyze and 
describe what they do, job descriptions can take a number of different forms. But most of 
them have the same general outline, and all of them have one objective in common: a 
clear, accurate picture of the job being performed. 

Here are some guidelines for achieving this objective: 

1. The Job, Not the Person: 

Everyone concerned with writing a job description should clearly understand that 
a job description is a statement of duties, responsibilities, and operating relation
ships. It describes what is done and how - not how well. 

A. If the supervisor or someone outside the department is responsible for pre
paring job descriptions, he will usually observe the person at work, interview 
him to get the needed facts, and write the first draft himself. This saves time 
and insures greater uniformity if many different jobs are to be described. 
Whenever possible, the person in the job should be asked to prepare or 
assist in preparing the original draft as a means of enlisting his support and 
reinforcing his training. 

B. The supervisor should then review the first draft and note any changes he feels 
should be made. 

C. The employee and supervisor should sit down together and reconcile any 
differences that have arisen between steps one and two. 

2. Keep it Simple: 

The wording of the job description should be simple and explicit enough to be 
understood by an outsider. In describing a duty or an operation, try to open each 
sentence with an active verb in the present tense. Emphasize what each person 
does rather than the procedure itself (e.g., "sorts components" rather than "the 
components are then sorted"). Nouns and verbs best tell the story. Adjectives and 
articles can be cut to a minimum. 
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Don't include proper names in the job description ("refers material requisitions to 
Parts Supervisor," - not to "Joe Webb.") Use job titles, rather than the names of 
people, throughout. People preparing first drafts of job descriptions should 
understand that the length of the description doesn't indicate the importance of 
the job. In fact, the heavier a job is in terms of responsibility and authority, the 
briefer and less complicated the description may be. 

Avoid vague, ambiguous terms like "handles" or "reviews" or "processes." A 
phrase like "has responsibility for orders" doesn't tell what activities are involved. 
It could refer to a Sales Manager's job - or that of a file clerk or order taker. 

3. Who Really Does the Work?: 

Qualifications to be kept in mind (and written into the job description) are: whether 
or not a particular phase of the work is done under specific instructions, or initi
ated by the worker himself; how closely, if at all, the work is checked at various 
stages; what decisions are made without reference to the supervisor; and, what 
initiative is exercised in completing assignments or undertaking new ones. 

4. The Elements of a Job Description: 

A job description should provide the following types of information: 

A. The title of the job and the department in which it is located. 

B. Objectives - a broad statement of overall goals. 

C. Education. 

D. Previous experience (or prerequisite qualifications). 

E. Duties: 

( 1) regular; 

(2) periodic; 

(3) occasional. 

F. Responsibility (initiative, degree of supervision, judgment, etc.) 

G. Authority: Scope and Limits 

H. Equipment operated, if any. 

I. Working conditions (if hazardous, unpleasant or difficult). 

Each of these points need not be treated separately, and not all of them will be 
pertinent to every job description. Some are optional, depending on the job. For 
example, "equipment operated" or "working conditions" would not normally 
apply to the job description for a purchasing buyer. On the other hand, "equip
ment operated" would be important in the case of a machine operator. The 
required maintenance, repair and speeds could be noted together with other skills 
required by the job. 

5. Minimum Headings: 

Every job description should carry at least three main headings: Title, Duties and 
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Responsibilities. If responsibilities and skills are not spelled out separately, they 
should be entirely clear in the statement of duties performed. 

A. Titles - You may use the job title which has been historically assigned to the 
job, if it is functionally clear and not demeaning. For example, "Sanitation 
Engineer" does not exactly fit the the position of "Restroom Attendent," nor 
would it be appropriate to call that same position, "Toilet Cleaner." In 
selecting a job title, make sure that it is one that reasonably describes the job 
without lessening an employee's pride with the title (e.g., "File Clerk") . 

B. Duties - Except for the most routine job, work performed should be con
sidered under three general classifications: regular duties; duties per
formed periodically; and, occasional miscellaneous duties. Regular duties 
should be spelled out specifically and in full. For example, a job description 
stating simply that a secretary "handles" correspondence, leaves open the 
question of whether she types form letters, takes dictation or composes cer
tain letters herself. 

C. As a rule, the writer should try to show at what stage or in what condition the 
work is received, what technique or procedure or knowledge is applied to it, 
and in what form the completed work is passed on. For example, "obtains 
preliminary price quotations and information on probable delivery dates from 
regular vendors, and refers those falling within established ranges to super
visor." 

D. Responsibility - The responsibility for a given job is reflected in the kind and 
degree of supervision received - that is, how much latitude or discretion it 
permits the jobholder to exercise; the supervision, if any, given to others (and 
the resulting responsibility for their work); and, the results of any errors made 
in performing the job. 

E. Authority - What level of authority does this job carry in terms of scope and 
limits. 
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PART II 

Job Description Preparation 

1. Prepare write-up from Job Analysis Questionnaire. 

2. Suggest more descriptive job titles, where appropriate. 

3. Complete Position Description Form. 

a. Start each duty with a second-person word, such as: "performs," "instructs," 
"inspects," "prepares," "plans," "assembles," etc. 

b. List duties generally in descending order of importance. 

4. Explanation of "POSITION DESCRIPTION" form. 

a. Position Title - This may or may not be descriptive of the work performed. If 
not, review it with the department head. 

b. Function - The general area of responsibility, such as Sales, Operations, 
Accounting, etc. 

c. Department - Indicates to which department the position is assigned, i.e., 
Manufacturing, Quality Control , Purchasing, etc. 

d. Section - This may refer to a separate or sub-function or section of a 
department such as credit or collection which may be a part of the Finance 
Department. 

e. Payroll Status - Appropriate F.L.S.A. overtime classification. 

f. Summary of Position - Brief Statement describing the scope, objectives or 
purpose of the job, or an overall summary statement of the job. 

g. Description of Duites - The body of the "Position Description" which will list 
the various duties required . Generally, the most important duties are listed 
first. 

h. Related Responsibilities - As indicated earlier, include only those respon
sibilities of any significance, such as supervision, judgment, discretion, con
tacts, errors, intiative, etc. 

i. Authority - Both Scope and Limits 

j. Equipment Operated - Include only if appropriate 

k. Education Required - Minimum, basic education required to perform the 
job adequately. 

I. Previous Experience or Skills Required - Those that an employee or 
applicant must possess in order to adequately perform the job. 
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m. Approval - Obtain department head approval of description: 

( 1) Review position description with the department head to make sure that 
the duties and responsibilities listed are a part of the position, and also 
that none have been omitted. 

(2) Have department head sign the description as indication of authoriza
tion . 

n. Date - Date job description is prepared. 
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Page _of _ POSITION DESCRIPTION Date: 

Function : 

Department: 

POSITION TITLE: Section : 

D Salaried , 

□ 
Salaried, D Hourly Exempt Non-exempt 

SUMMARY OF POSITION (OBJECTIVES) : 

DESCRIPTION OF DUTIES: 

RELATED RESPONSIBILITIES: 

EQUIPMENT OPERATED: 

EDUCATION REQUIRED: 

PREVIOUS EXPERIENCE OR SKILLS REQUIRED: 

APPROVED BY: 
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Page_of_ POSITION DESCRIPTION Date: 

Function : 

Department: 

POSITION TITLE: Section: 

D Salaried , 

□ 
Salaried , D Hourly Exempt Non-exempt 

RELATED AUTHORITY: 

APPROVED BY: 
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General 

Job Analysis Questionnaire 

Job Title: 

Department: Section/Unit: __________ _ 

Immediate supervisor & title: ____________________ _ 

Names of employees presently assigned to this position: 

The purpose of this form is to aid you in describing a position under your responsibility in 
terms of its duties, responsibilities and other requirements. Please complete the ques
tionnaire as carefully and thoroughly as possible. Any questions that arise should be 
discussed with your supervisor. 

1. General Responsibilities: In one or two sentences, summarize the basic function 
of this position: 

2. Description of Duties: Describe, on the next page, all of the duties performed as 
fully as it is necessary to give a complete picture of the position to someone who 
does not know what is done. The following suggestions may help. 

Divide this job into separate steps or tasks. Make notes until you have them com
pletely listed and organized according to the frequency of their performance, i.e., 
daily, weekly, monthly, infrequently. 

List the tasks in the order they are performed (or from most important to least 
important) . Write one, brief, clear sentence describing each task. Start the sen
tence with a specific action verb, e.g., "types, loads, calculates, assembles, in
structs, machines, etc." 

(Use additional sheets if more space is needed.) 
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2. Description of Duties (con't.) 

DAILY: 

WEEKLY: 

MONTHLY, INFREQUENTLY: 
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3. Education: Indicate, for an average person, the minimum level of formal educa
tion or the equivalent which this position requires, and the specific training, 
courses or program of study necessary, if any. (Caution: Be sure to consider only 
those acquired educational skills that will be required in performing the job; dis
regard any previous educational levels that you felt "comfortable" with.) 

A. Grammar School (Basic reading, writing and arithmetic skills for pur
poses of general literacy.) 

B. Two (2) years High School. (Actual on-the-job use of writing and/or 
arithmetic skills.) 

C. Four (4) years High School (General studies) 

D. High School including specialized courses 

E. High School plus: 

(1) Business/Vocational/Trade School 

(2) Specialized Training Program (In or outside the company) 

F. Jr. College 

G. Four (4) years College 

H. Post-College study (Specific training, courses, or programs required 
for this job): 

4. Experience: Estimate the minimum length of time it will take an average person 
(with the education indicated above) to learn to perform the duties of the position 
satisfactorily, or; the minimum amount of prior, related experience to perform 
these duties: 

A. Previous preparatory experience in related work or on lesser jobs, 
either in or outside your company. 

B. "Breaking-in" time, including orientation and on-the-job training or 
experience. 

5. Supervision of others. (If any): 

A. Indicate the number of employees supervised, if any, the type of work that is 
supervised by this position, and the nature of the supervisory responsibility. 

( 1) How many people are supervised directly? 

(2) How many people are supervised through others? 

(3) What type of work is supervised? 
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(4) How much of this position's time is devoted to supervisory work? 

B. Check those items listed below in which this position would have complete 
supervisory responsibility: 

_ Assigning work 

_ Checking work 

_ Hiring 

_ Disciplining 

_ Transferring 

_ Promoting 

_ Grievance Handling 

_ Organizing work 

_Training 

_ Expediting 

_ Maintaining quality 
& quantity standards 

_ Costs 

_ Establishing 
Performance standards 

_ Others not mentioned above: 
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_ Carrying out established 
policy 

_ Interpreting and shaping 
policy 

_ Coordination of functions 

_ Scheduling 

_ Methods 



( ( 

6. Authority: Supervisory and Professional-Technical 

SCOPE LIMITS 

__ Assigning Work 

__ Checking Work 

__ Hiring 

__ Disciplining 

__ Transfer 

__ Promoting 



Authority (Cont.) 

__ Grievances Handling 

__ Organizing Work 

__ Training 

__ Expediting 

Maintaining Quality and 
Quality Standards 

__ Costs 

SCOPE LIMITS 



) 

Establishing Performance 
Standards 

Carrying out Established 
Policy 

Interpreting and Shaping 
Policies 

__ Coordination of Functions 

__ Scheduling 

__ Methods 

__ Others 



Initiative: 

Check for statement that best describes the position's requirements for creativity, 
"original thinking" and independent decisions, as determined by the complexity 
or difficulty of the work. 

A. Fairly easy and repetitive duties with little choice as to method of per
formance. 

8. Variety of related duties, involving the straight forward application of 
readily understood procedures; some reasoning to select proper 
methods and solve uncomplicated problems. 

C. Diversified and semi-repetitive duties; analyzes facts and determines 
action, using a wide-range of sometimes complex procedures. 

D. Wide variety of duties in a restrictive field, requiring judgment to apply 
learned principles and techniques to a specific, complex situation; 
modify and adapt procedures to meet new conditions. 

E. Difficult work of a highly technical or specialized nature, requiring 
planning and creative effort to meet new and constantly changing 
problems. 

F. Highly involved work of broad scope, requiring considerable planning 
and innovation to carry out policy and programs or solve unusual and 
complex problems. 

8. Supervision of this Job: Check the statement that best describes the extent to 
which most of this work will be supervised. 

A. Direct and close supervision - short assignments covered by detailed 
instructions and frequent checks by supervisor. 

8. Routine supervision - follows established work routines with periodic 
check of performance; refers all questionable problems to supervisor. 

C. General supervision - proceeds alone on routine work to accomplish 
assigned objectives; refers only unusual problems to superior. 

D. General direction - work from Organization policies and general 
objectives; rarely refers specific problems to superior except for 
clarification or interpretation of policy. 

E. Administrative direction - works from overall policies, goals and bud
getary limits with direct accountability for final results; virtually self
supervising. 

9. Mental Effort and Visual Attention: 

A. Check the statement that best describes the degree of concentration or 
alertness, both mental and visual, usually required in performing the duties of 
this position. 

( 1) Little or intermittent mental and visual attention, with no organiza
tion or planning required. 
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(2) Ordinary attention most of the time, but no organization or plan
ning. 

(3) Coordination of manual dexterity with frequent mental and visual 
attention, little organization or planning. 

(4) Coordination of manual dexterity with concentrated mental and 
visual attention for sustained periods, with frequent organization or 
planning. 

(5) High degree of concentration where the volume and nature of 
work require unusual coordination of mind and eye, with con
siderable organization and planning. 

B. List the equipment or machines used and the proportion of each day spent in 
operating them: 

10. Contacts with Others: 

Indicate those persons, both inside and outside of the company (other positions, 
departments, groups, suppliers, etc.) with whom this position has required and 
regular contacts; why one must do so; and how often. 

Position or Persons Contacted Subject of Contact Frequency 

11. Errors: 

A. Check the statement that best describes what likely would happen if one 
made a mistake in the normal course of his duties, and explain the con
sequences in terms of delay, costs, damage to equipment, safety of others, 
etc. 

(1) Errors quickly detected because of systematic review or cross
check. 

(2) Errors usually caught in succeeding operations, causing only 
minor problems. 

(3) Errors may not be caught because work is not always verified or 
checked and may produce adverse effect within the department. __ 

(4) Errors of commission or omission are difficult to detect and may 
have serious consequences in or outside the company. 

(5) Errors may have a continuing, long-term effect on the organiza
tion. 
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B. Consequences of Errors: 

12. Working Conditions: 

A. Describe any unusual conditions (excessive heat, dust, noise, odors, etc. , or 
any hazards or undesirable aspects of the job) to which one is normally 
exposed and the effect these elements have on the employees, if any. 

B. Describe any accidents or health hazards inherent in this work which could 
cause injury or illness if one failed to take proper care. 

13. Physical Effort: 

A. Roughly, what proportions of working time are spent in: 

Sitting ___ %; Standing ___ %; Walking ___ % 

B. Describe any uncomfortable working position that is normally used, the fre
quency and how long at a time. 

C. If one normally must lift, carry, push and/or manipulate equipment, 
materials or other objects of more than just negligible weight, indicate the 
approximate weight per unit ___ and the proportion of the working time 
involved 

D. Describe any other physical effort that causes fatigue or bodily strain: 

14. Additional Remarks: 

Supply any other information or comments that you feel would be helpful in con
veying a clear picture of this position: 
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Completed by: _____________________ _ 

Approved by: 

Date: 
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TO: 

Survey for Acceptance or Modification 
of Job Description 

Department 

Name Job Title Sub-Division 

Your department is participating in a survey to review current job descriptions for various 
jobs within our company and to make appropriate recommendations. In order to assist in 
determining the fairest rates of pay for various positions, it is important that we have your 
help. 

As a result of the studies made, we hope to be able to determine what a particular 
position or type of job is worth in relation to other jobs, not only at our company, but in 
comparison with similar or related jobs in other companies and in other organizations. 

This program is not a survey of individual performance or efficiency, nor will it include 
any recommendations as to any individual's salary or as to the quality of any individual's 
work. We will confine our studies strictly to the evaluation of the job itself and not the per
son holding the job . 

We would like you to help us by carefully reading through the attached job description 
and filling in the blanks of the questionnaire below: 

1. I am satisfied that the job description is generally a fair description of my job. 

YES (Circle One) NO 

2. The following numbered items or statements should be deleted (Do NOT delete if 
your job may ultimately include these duties.) 

3. The following numbered items or statements should be changed. 

) 

(If changes are necessary, please revise the items in this space:) 
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4. The following aspects of my job have been omitted or have not been adequately 
covered by the job description; (Please be as complete as possible, and use 
reverse side, if necessary). 

Signature Date 

Please return this questionnaire to your Supervisor no later than 

Supervisory Comments: 

Supervisor's Signature Date 
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LEADERS GUIDE 
Productivity 

INTRODUCTION 

Two aspects of productivity that supervisors can personally take direct 
action to improve: 

Time use & time management 

Job responsibility, authority & evaluation 

Time Use & Time Management 

Tardiness 
Absenteeism 
Confusion as to what has to be done 
Poor Communications 
Lack of directions 
Indecisiveness 
Could care less attitude 

Direct Labor Costs = Wages & Benefits & Fringes 

Effect of mispent time on productivity - (go through page 2, "Direct Labor 
Costs & Last Time) 

EXERCISE: "The Case For Time Management" 

"Read through the case and make notes": 

a) What the manager's problems are 

b) Why the problems are occurring 

c) What you would suggest doing about it 
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Case 1 - Controller, Central Services (pp. 4-7) 
Case 2 - Production Manager, Central Industries (pp. 8-1 2) 
Case 3 - Director of Nursing Services, Central Memorial Hospital (pp. 
13-17) 

Solicit group for "what" 

Sample same & write on easel code as: 

A-Time 

B - Job Responsibility 

C - Job Authority 

D - Other 

Solicit group for "why" 

Sample same & write on easel. Code 

Solicit group for "remedies" 

Sample same & write on easel. Code 

Summarize findings indicating that today we are going to consider some 
ways for dealing with these two kinds of problems: 

Time dimensions 

Job dimensions 

TIME MANAGEMENT 

Basic Concepts 

Productivity 
dimensions 

1. Everyone wants a piece of your time (say "no") 
2. What to do time-wise (decide, prioritize) 
3. Sticking to the past (can't rely on) 
4. Decision difficulties 
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• Rational - logical ( delay if emotional) 
• Emotional (analyze rationally) 
• Short term vs. long term (utilize each) 
• Personality (different styles of introvert-extrovert) 

5. Decision making: Factors affecting include 
• Other demands (most dangerous) 
• Habit 
• Escaping 
• Impulse 
• Default 

Effect - wasted or inefficient time use. 

Planning 

A. Occasional planning vs. frequent (need both, depending on need) 

B. Priorities 
• Short range 
• Long range 
• Assign priority 

A - Critical 
B - Important 
C-Low 

• List items in priority order 

Result - a plan for using time 

EXERCISE: 

"Turn to page 21, Exhibit A, "Job Activity Sheet". We are going to work 
through a tested, five-step procedure leading to effective time management. 
Feel free to ask questions as we go along. List on page 21, the dozen or so 
specific activities that account for most of your daily time and estimate the 
percentage of time each day involved." 

(Permit time for completion) 

"OK. any surprise?" (Query why) 

"Any problems?" (Discuss disorganization) 
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EXERCISE: 

"OK. Let's look at page 22, Exhibit B, Goal Work Sheet." Notice the 8 
columns, and the notation "High Priority" on the left-hand side and "Low 
Priority on the right-hand side. Here, please enter 8 goals which you wish 
to accomplish in the next three months or so. Start on the left-hand side 
with column number 1, listing that one goal which is most important for you 
to achieve in the next 90 days. In column 2, note your next most-important 
goal, etc., to column 8 where you may note a lower priority goal." 

(Permit time for completion) 

In the meantime, write on easel: 

Does Activity Contribute Substantially To Meeting Goal? 

+ = very much 
0 = so-so 
- = detracts from 

"Any problems with goals?" 

Draw-out comments, review, comment on. "OK. Now line-up page 21 to the 
left of page 22, so that the rows are in alignment. Starting with your highest 
priority goal in column 1 on page 22, review each of the activity rows on 
page 21 and circle it's impact on goal achievement in the space provided. 
Here (on the easel) I have defined the values +, 0, and -. Any question? 
Go ahead." 

(Permit time for completion) 

"In the last column on page 22, headed, Step (3) total, add the number of 
+ 's in row 1 and enter the number in the appropriate space in the last 
column. Do the same for the O's and for the -'s. Do the same for every 
activity row for each goal column." 

(Allow time for completion) 

"Now turn to page 23, Exhibit C, "Activities Score Sheet". Complete this 
page as directed, referring to page 21 activities and your last column totals 
on page 22." 
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(Permit time to complete) 

"OK. Let's go back to page 22 and add the values for each column and 
enter them in the last row. Add down each column to get your totals." 

(Allow time for completion) 

"Now, please refer to page 24, Exhibit D, "Goal Priority Score Sheet" and 
using the sums entered in the last row on page 22, enter the appropriate 
information." 

(Allow time for completion) 

Solicit group for "learnings", surprises, confusions, etc., commenting 
appropriately on issues such as conflicting activities - priorities, dispro
portionate "weights" to each, the need for a plan that is based upon rational 
analysis of current activities and nearterm goals, etc. 

Scheduling ~ 
See Page 25, review verbally as these 
are in outline form. 

Making Time 

The same is true for pages 26 and 27: 

Burnout Pattern 
Transition 
''Today List'' 
Leaving Things Undone 

"Let's review page 28, "Time Wasters Profile" together. On the basis of the 
exercise you just completed regarding your own activities and goals, check 
the ones that you need to solve." Review each item verbally. 

Summarize and close Time Management. Note that· Item 1 4 in the "Profile" 
is a frequently important "culprit" and that the next section of this session 
is going to deal with those issues in some detail. 
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Job Responsibility, Authority and Evaluation 

Review page 29, verbally. 

A General Guide for Preparing Job Descriptions 

1 . The job, not the person 
2. Keep it simple 
3. Who really does the work 
4. Job description information elements 

• Title, department 
• Objectives or overall goals 
• Education 
• Previous experience or prerequisites 
• Duties 

Regular 
Periodic 
Occasional 

• Responsibility 
Initiative 
Judgment 
Degree of supervision, etc. 

• Authority 
Scope 
Limits 

• Equipment, if 
• Working conditions, if 

5. Minimum Headings 
• Titles 
• Duties (state or status of work received technique, procedure or 

knowledge applied form of completed work) 
• Responsibility 
• Authority 

EXERCISE: 

"If you will turn to page 37, you will find your copy of a "Job Analysis 
Questionnaire". This form has been developed to help you analyze your job 
into its important elements. I want you to complete the information asked for 
on the next ten pages and we will use this information to build-up your own 
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job description. I will be available to answer any questions you may have as 
you proceed. 

How many of you have a formal position description for your present 
job? 

How many of you have written a job description before? Own? Others? 

(Allow appropriate time for completion or near completion, remaining avail
able for individual assistance, etc.) 

"OK. Before going on to the preparation of your job description, I think we 
should take a break. But before we do, I _would be interested in any com
ments or reactions you may have at this point about analyzing your job." 

(Solicit, draw-out, etc. Inquire as to relationships - insights - common
alities with exercise on time management, etc.) 

Break 

"OK. Let's turn to page 33 and 34 which provide the directions for pre
paring your job description." 

(Review these verbally, item by item. Clarify as necessary, answer ques
tions, etc.) 

"Complete pages 35 and 36. I am available if you have questions or need 
help. Remember to be brief, specific and taught in your writing. Make every 
word count. If it doesn 't count, don't worry about it. Pack your description 
with one-word meanings. You aren't writing a novel. OK?" 

(Allow time for completion) 

(Solicit reactions to exercise) 

(If time permits, read one through for entire group. Then re-read in detail, 
soliciting comments, critique, etc.) 

(Mention, in passing, that form "Survey for Acceptance or Modification of 
Job Description," pages 48 and 49, may be used if deemed appropriate.) 
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CH ANGING STYLE 

HIGH SECURITY 

1 . Admit when problems exist. 

2 . Don 't try to cover events with niceties. 

3. Get an overview of how your function fits 
into others. 

4. Don 't isolate yourself. 

5. Admit to fau lts - personal as well as group . 

6. Deal with people on a more direct basis -
don 't waste time on unnecessary niceties. 

HIGH AVOIDANCE 

1. Take Action - Any Action - worry about 
... h t' I t l .e reac .1on .a er. 

2. Make decisions on information immediately 
- don't wait too long. 

3. Become more involved in day to day opera
tions. 

4. Don't push your real responsibilities on to 
someone else. 

5. Take a stand on issues and speak out as to 
your opinion. 

6. Mix more wi th management as a business 
rather than a personal basis. 

7. Come up 'Nith some new, improved ways of 
doing things. 

1 1 

NOTES 



You are glad that it is out of the way, and you are oeginning to have a little 
more faith in yourself as a manager. 

You were reading a management text the oth~r day, and were directed to 
answer how you give feedback to subordinates. Rank the choices below the 
way you did in the text; then go to Page 40. Rank the answers 1-5. 

__ A. I give my people a little praise and a iittle criticism now and then. 
but I'm careful of being too strong about either. 

B. I point out errors or mistakes to avoid having them made again . ' 
don't spend much time telling them they ·are doing well because 
they know when that is so. · · 

C. I let them alone. They pretty mucfl know if they do well or poorly , 
- and· it doesn't do any good. 

D. I let them know where they stand. There may be some good and 
· some bad , but I' want them to have a clear picture. 

__ • E. I give everybody a.little slap on the back when they do well. I th ink it 
· is best not to ' criticize very mUch when mistakes are made. 

' 
GO TO. PAGE 40 

,- \ . 
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Something has gone wrong with · your new Electronic Data Processing 
(EDP) report system. Your EDP Manager tells you the problem is with the 
Systems Engineering Manager. He claims the guy doesn't know what the 
hell he's doing. Your Systems Engineering Manager says the problem is 
with the EDP Manager. He says the guy is just not competent at his job. You 
have some indication that they are sabotaging each other's efforts. Check 
one answer. 

A. You get them together to work out the problem. 

GO TO PAGE 12 

B. You leave them alone, figuring the whole th ing wil l work out by 
itself. 

GO TO PAGE 25 

C. You decide to investigate more thoroughly , f ind out who's right, 
and back him up. 

GO TO PAGE 32 
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LEADER'S GUIDE 

PERFORMANCE APPRAISAL 



THE PERFORMANCE APPRAISAL PROCESS 
Leader's Guide 

I. Introduction 

A. Leader/WCIRA 

8. Participant Introductions 

C. Purpose/Outline of Seminar 

1. The Why, The How, and The When of Performance Appraisals. 

2. The Positive Improvement Process 

3. Performance Feedback 

You know, it's commonly known that many supervisors fear or shy 
away from the Performance Appraisal Process - This reminds me 
of the story of a man who was dying and was asked by the Priest: 
"Pat, are you ready to denounce the devil?" Pat: "No I'm not." 
Priest: (who asked in a puzzled tone), "Why would you not denounce 
the devil?" Pat: "In my weakened condition, I do not wish to antag
onize anyone." 

It will be our intent to help you develop a realistic appraisal frame
work and a practical approach for you to use in the evaluation process 
which will drastically reduce, if not eliminate, the possibility of 
antagonism among the majority of your employees at the time of 
appraisal feedback. 

(Leader to stress: "Now, let's talk about your role as a supervisor.") 
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D. Role of a Supervisor 

-
(Leader question: "What is your role or, more specifically, what are -./ 
your duties as a supervisor?" Leader to list on easel, from group 
discussion.) 

1 . Plans assignments 

2 . Establishes goals in cooperation with employees 

3. Assigns projects and schedules for completion 

4. Prepares progress reports 

5 . Selects employees for: hire, transfer, or promotion 

6. Establishes work rules and procedures 

7. Establishes and/or interprets policies 

8. Provides training/development for employees 

9. Maintains a balance of morale/work relationships 

1 O. Communicates with employees 

11 . Presides over or attends meetings 

1 2. Handles complaints 

1 3. Evaluates performance 

14. Disciplines employees, when necessary 

(Leader question : Do you know what the employee's definition of a 
supervisor is?) 

A supervisor is one who is always in a meeting often talking about 
employees. Or, when the supervisor is not in a meeting he is on the 
phone talking with friends. A supervisor is also one who drinks 
much coffee. When not doing any of these, he is busy making 
up rules. 
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(Leader question: "What basic skills then must a supervisor have in 
order to carry out the duties as we listed?") 

1 . Job knowledge 

2. Planning present or future action requirements 

3. Understanding the "ins and outs" of dealing with people; 
knowing how and when to act 

We know that not all people are self-motivated and that it is up to 
management to see that people are given direction for utilizing their 
skill, knowledge and interest in a common objective. Peter Drucker 
once said: "People are always being developed. The only choice is 
whether they are to be developed equal to their potential and 
tomorrow's demand.'' 

I feel the key objectives of the supervisor to be: 

• To plan the job to be done 

• To coordinate/direct, and sometimes participate in the perform
ance of the job 

• To evaluate the results 

This seminar will show the interrelationship of all three factors and 
the importance of involving the employee in each factor. 

I want to emphasize, however, that it is very important that the 
supervisor gives direction and provides the atmosphere for perfor
mance with minimal supervisory control. Teddy Roosevelt described 
it this way: "The best executive is the one who has the sense to 
pick good people to do what n~eds to be done, and self-restraint 
enough to keep from meddling with them while they do it." 
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II. Performance Appraisal - Why Important 

A. Background - most supervisors agree that the performance 
appraisal is one of the most difficult functions of the supervisor. 
Despite the attempt toward objectivity, individuals or performance 
appraisal systems cannot avoid elements of subjectivity. In an 
effort to reduce so-called rater bias, many types of systems or 
forms continue to be used, ranging from a "Yes - No trait" type of 
scale, a multiple category trait scale (with associated points}, an 
adjectival rating scale, a forced choice scale, a critical incident 
report , to a blank sheet of paper. 

B. Problems - each type of scale has its own unique error factor 
resulting in rater bias, etc. We must remember one basic fact -
there is no one perfect rating system. 

C. Accepting the Challenge - It is important that we do not lose sight 
of the fact that the appraisal process is not to be used to compare 
one person with another but rather a means to measure one person's 
performance against himself (i.e., some kind of function to be per
formed against a standard, a type of behavior, etc.). 

Ill. The Evaluation Process 

A. Why are formal appraisals given? 

(Leader question followed by listing from group on easel) 

1 . To evaluate employee performance against a standard 

2 . To aid in the orientation process for new hires, transferees and 
promoted persons 

(Leader questions: By the way, how many of you have hired a 
new person in the last year? How many of you have received 
transferees in the last year? How many have promoted persons 
in the last year?) 
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3. To provide a means for regular communication between 
employees and supervisors 

(Leader question: "Doyou know what personnel people would 
say to this item?" 

Personnel people would say that appraisals are necessary to 
force you and the employee to communicate. I disagree with 
this when, in fact, you and your employees communicate 
regularly regarding performance. Often, performance appraisal 
feedback is a summarization of what is already known and 
understood. We'll discuss later a consistent format and documen
tation for these discussions.) 

4. To assist supervisors in identifying candidates for promotion 

5. To aid in the merit increase process 

(Leader: Emphasize that this is far from the main purpose) 

6. To serve as a tool for improving performance 

B. _ Why are objectives used as a key to performance appraisal in most 
advanced performance appraisal systems? 

Objectives are used as a means of avoiding personal traits (He is 
"on the ball," nice, smart). It is important to analyze activities, 
behavior, and results in comparison with what a person has set out 
to do. We should ask: What has he really accomplished? 

C. Why are rating scales used? 

Scales or points are often used as a means of equating a value of 
worth from one person to another or giving a presumed system 
to the merit process. (Leader emphasize: I will repeatedly indicate 
that we do not favor a point system.) Where you must deal with 
points, perhaps because of your current system or tradition, refer 
to points or numbers as a last item in your employee discussion. 
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Let's talk about what can happen, using numbers. (Leader: write 
numbers and descriptions as shown below on easel) 

5 4 3 2 1 
Super Not So So-So ? The 
Swell Swell Trouble Pits 

(Leader question: "How about a 20 point scale?" Leader quickly 
writes on easel) 

17-20 
Super Swell 

13-16 
Not So Swell 

9-12 
So-So 

5-8 

? Trouble 
1-4 

The Pits 

Now for the problem: Last year, on Quality of Work, my boss 
gave me a 1 7. I felt good, I was rated "super swell." This year, I 
was rated 16, much to my surprise and concern! I asked: "Why? 
What happened? What about Joe, what did he receive?" 

As you can see, as with the problem cited, when we talk about 
numbers we tend to forget about the real issue of Quality of Work. 
Therefore, if you must use numbers, hold this discussion as a last 
item . Too often we get tied up with the numbers without under
standing the meaning . The Bureau of the Census refers to numbers/ 
scales like these as "gilding the manure pile ." 

D. Why do we use performance factors such as quantity and quality 
of work, cooperation with others, safety , etc.? 

These factors often serve as a reminder in the objective-setting 
process and the follow-on evaluation process. Remember again, 
there are no perfect forms or scales. In one way of thinking, it's 
almost more important to have a place to write than to over
concentrate on forms. Yet, sometimes we need to change or vary 
the approach. Many of us prior to becoming consultants worked for 
large corporations and found ourselves in the midst of changing the 
performance forms every two years or so. Why? Well, we found 
that people could beat the system after a year or so and it took 
"personnel" another year to figure that out and then it was necessary 
to change the system. Seriously, as we will point out more clearly 
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later, the supervisor's interest in mutually establishing goals/standards 
and in communicating in a straigh~forward manner prior to and 
during the evaluation process is far more important than numbers, 
forced choice scales, etc., etc. 

E. Improving performance vs . correcting a problem. 

1. Don't confuse performance appraisal with disciplinary procedure. 
The appraisal process can reflect but not replace the dis
ciplinary procedure. 

2. Performance appraisal, once again, is a positive improvement 
process, where the pluses and constructive hir:its are to be 
stressed. 

3 . Discipline is not an improvement process but rather a corrective 
process where the negatives are stressed-ways to "make it" 
or "go-no-go" step-by-step processes are emphasized. As an 
example, let's say that last week I was 30 minutes late for 
work. My boss called me in and said: "What happened? I've 
been meaning to talk with you even before this." So I indicated: 
"I really don't have an excuse, I'll try to improve." The next day 
I show up for work 15 minutes late. I improved, didn't I? But, I 
did not correct the problem; therefore, the warning/disciplinary 
process is a corrective process - not the positive improvement 
process as is performance appraisal. 

The two processes must be kept separate, even though the 
performance appraisal is expected to reflect problem performance 
with written statements. We all know that if we face a hearing or 
a charge of discrimination our case or defense is greatly reduced 
when performance evaluations do not show evidence of 
problems or the intent surrounding a discharge. 

IV. The Importance of Objectives in the Appraisal Process 

A. Some people believe that the job description should serve as the 
primary basis for the evaluation process. We do not feel that the 
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job description should serve as any more than a starting point. The 
setting of performance objectives and the evaluation process should 
not be a re-hash of the job description. As you know, many job 
descriptions are lengthy and complex covering what? 25-50 items? 
To me, that's far too much detail to cover before, during, and after a 
6 or 12 month performance evaluation period. To re-emphasize, the 
job description should be the starting point for performance planning 
and specifically the guide from which objectives are selected. You 
should run down the list of items in the job description and pick out 
key areas that you wish to discuss with the employee - as desired 
objectives. We feel that your objectives should fall into three (3) 
Key Results Areas: 

1 . Routine Objectives 
2. Problem Solving Objectives 
3. Creative Objectives 

B. Keep objectives simple and to the point 

We have seen, as consultants, systems that are all over the map -
long, short, simple, complex, etc . Out best advice is pick key results 
areas without making a major "to do" over the mechanics. I would 
much rather see supervisors spell out a few clearly written and 
understood objectives (which can easily be changed or updated} 
than many, many objectives which are difficult to understand, much 
less administer. Believe it or not, we have seen in some organizations, 
some persons who set forth a listing of objectives and statements 
in excess of 15 typewritten pages! I can tell you, if I were the 
supervisor, with that volume of paperwork for let's say 1 O people, 
I would be too worn out from the planning and updating process to 
begin to supervise and evaluate the people. 

(Leader: Refer to "Key Results Areas - Establishing Objectives," 
page 3.) 

V. Key Results Areas - Establishing Objectives 

A. ROUTINE OBJECTIVES - related to normal output, where the 
commitment expected is to meet standards. 
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In this area you can establish or "track on" objectives from historical 
data such as: number of reports typed in a week, number of calls 
made in a day, error rate, etc. 

Examples 

1. Budget (topic: Quality of Work} 

a} Measure - variance on supplies 

b} Level of performance (Standard} = 5% 
Note - Action: Return defective or unused supplies so not 

charged twice 

c} Wording - "Unnecessary supply charges limited to 5% of 
supply budget." If achieved, satisfactory, or standard met 

2. Interdepartmental/Client/Customers/Patients (Topic: Cooperation 
... Quality of Work} 

a} Measure - complaints 

b} Level of performance (standard} = 3 complaints per month 

Note - Action: Training in handling demands on service 

c} Wording - ''Complaints from __________ _ 
limited to 3 per month." 

3. Safety - Equipment Usage (Topic: Job Related Accidents -
Quality of Work} 

a} Measure - incidents reported 

b} Level of performance (standard} 
per month 

2 reported incidents 

Note-Action: Weekly equipment check 

c} Wording - "Limit equipment related accidents to 2 per 
month." 
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4. Number of Daily Reports Completed (Topic: Work Completed -
Quantity of Work) 

a) Measure - assigned daily reports typed 

b) Level of performance (standard) = 90% typed within 24 
hours of assignment 

Note -Action: Check workload distribution 

c) Wording - "90% of all assigned daily reports typed within 
24 hours." 

5. Tests Results Reports (Topic: Work Completed - Quantity of 
Work) 

a) Measure - reports distributed 

b) Level of performance (standard) = All completed test results 
reports must be routed before 4: 00 P. M. daily 

Note - Action: Notify couriers by 3:00 P.M. for late pickup 

c) Wording - "All test results reports must be routed by 
4:00 P.M." 

B. PROBLEM SOLVING OBJECTIVES - relate to areas where the 
output is below standard; the commitment expected is to bring 
performance back to standard. 

The process of selecting objectives is best done by identifying areas 
where you feel most uneasy with performance such as error rate, 
completion dates, etc. 

Examples 

1 . Response to Emergency Calls (Topic: Emergency Calls) 

a) Measure - time required to respond 

b) Level of performance (standard) = Reduce from 1 O minutes 
to 5 minutes, on the average per month 
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Note - Action: "Training in emergency call response 
procedures" 

c) Wording - "Respond to emergency calls within 5 minutes 
( on the average)" 

2. Employee Training Material Development (Topic: Procedures 
Development) 

a) Measure - meeting deadline for material completion 

b) Level of performance (standard) = 2 proposed employee 
development programs ready for distribution by ___ _ 

Note - Action: Re-setting of dates based on priority 
changes quarterly 

c) Wording - "Two proposed employee development programs 
ready for distribution by _____________ " 

3. Handling Controlled Information (or Confidential Information) 
(Topic: Communications - Quality of Work) 

a) Measure - loss of material (or information leaks) 

b) Level of performance (standard) = zero loss of material (or 
leak of confidential information) 

Note - Action: Monthly periodic review of procedures, 
possible disciplinary action 

c) Wording - "Zero loss of materials (or confidential information 
leaks)" 

C. CREATIVE OBJECTIVES - relate to areas where the output is 
"change" (the exact opposite of routine objectives), where the 
commitment expected is to meet the goal for change, on schedule. 

The process of selecting objectives is best done by identifying areas 
where an improvement is desired on a program (i.e ., the desire to 
rearrange, develop, organize, etc.). 
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Example 

1. Filing System (Topic: Office Procedures) 

a) Measure - update and expansion of filing system to cross
reference proposals by organization, subject, and individual 
reviewing proposal 

b) Level of performance (standard) 
submitted no later than 

Recommendation to be 

Note - Action: Review budgetary limitations and work load 

c) Wording - "Submit proposal (per written outline and dis-
cussion) on cross-reference filing system by _____ " 

(Leader: Discuss in detail the "Examples" on ". . Establishing 
objectives'' - make the following comments, given availability of 
time) 

• (Leader: emphasize "Budget" in the objective setting process, 
as a key concern in any organization) 

Budget 

can relate to all objective areas: Routine, Problem Solving 
and Creative 

I read somewhere that a Budget is what you must live within 
if you must go without 

• In establishing objectives, always begin with the Routine, they're 
the easiest to identify; then, go on with the problem solving 
and reserve the creative objectives for last 

most of your objectives should fall in the routine category 

many of your employees will not have the time or capability 
to "get into" creative objectives 

creative objectives - a good testing ground for your "fast 
track'' performers 
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• In selecting and writing objectives - select those which are 
reasonable (yet optimistic), attainable, and which can be 
exceeded (with extra effort and ingenuity); try to minimize or 
avoid those areas which require 1 00% performance ... 

Examples 

Airline, pilot and crew: during take off or landing "thou shalt 
not allow anyone in restroom." The crew is expected to 
perform to 1 00% or face disciplinary action 

Airline, supervision of weights and balances: must load air
craft within limits or else so called "crowd killer won't make 
it over the fence" 

Hospital, nurse: administering medications, must perform at 
100% to avoid patients' additional illness or death 

Note: 

To overemphasize objectives where they are a known job 
requirement detracts from your efforts to improve perfor
mance in areas where your employees can demonstrate 
and be rewarded for exceeding the standard. (Leader 
question: "Can the pilot and the crew exceed the standard?") 

• The performance appraisal process is not meaningful if the 
objectives or standards are set early in the year, then placed 
in a drawer and forgotten for 6 or 1 2 months until the evaluation 
time. Objectives need to be updated if job requirements change 
beyond the control of the employee or the supervisor. 

• Performance should be reviewed on a continuous basis. The 
supervisor should not "meddle" or "look over the employee's 
shoulder" but be willing and able to provide assistance. 

Examples 

A good hospital administrator will "make the rounds" to 
talk with supervisors, nurses, orderlies and, last but not least, 
patients to get a personal feel for activity levels and needs. 
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In one of our client organizations we learned that a business 
manager (new on the job) asked the predecessor what would 
be considered as important job priorities. The new business 
manager was advised to visit the subordinates at their work 
stations and thereafter establish new priorities. In visiting 
with a new cash receivables clerk and together inspecting 
the safe, they both found over $38,000 in uncashed checks 
over 2 weeks old. 

Some years ago, I knew a V.P. of manufacturing who was 
known to visit plant operations any time, day or night, some
times unannounced, for the purpose of showing interest. 
People looked forward to his visit and interest and gave him 
all kinds of ideas, suggestions, and gripes. Sometimes 
people are more apt to respond to a supervisor at their 
work stations. 

• Supervisors should be alert to employee suggestions and/or 
changes in job requirements so that the standards and dead
lines can be changed for mutual benefit. Again, the crystal 
ball for performance planning cannot cover, without flaw, a 6 
to 1 2 month period. Follow-up regularly and plot progress via 
positive discussions with employees. 

• Positive improvement can only occur when people understand 
what is expected of them. 

(Leader Question: "How can we emphasize the positive, in the 
area of complaints, if all we hear are the negative comments? 
As we know, some jobs are "90% complaints" - customer 
service, the complaint department!") 

I recommend the following: 

Tell your employees you want them to keep you informed 
about what they're doing "plus wise." 

In a previous seminar a supervisor popped up and said: 
"You know I do that; I get my employees to tell me about the 
positive; in fact, I go one step further, I tell them to write it 
down and then I place it in their folder." That's good! 
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Let your employees know that complaints or negative 
comments about them are sure to come your way - but that 
you're only concerned about the more serious valid 
complaints. 

Let your people know that once they know their job, you 
would appreciate their taking the initiative toward corrective 
action and that you want only to be kept informed. 

No problems, no complaints = no activity; let your people 
know you want the "reverse," within reason. 

(Leader: Explain to group: "It's now your turn to write some objectives. 
I would like each of you to write one routine objective and write one 
problem solving objective, for a job/person that you identify with - perhaps a 
subordinate's job description or perhaps your own job. Please note the 
objectives, identify the measure, the standard and identify what it would 
take to exceed the standard. You have 15 minutes - are there any 
questions?") 

(Leader: After objectives are written, ask for 1 or 2 volunteers to read 
their objectives to group. Ask group to openly critique, ask for recom
mendations. Explain to group that they should retain their written 
objectives for use later in the seminar) 

VI. The Performance "Startup" Sheet 

(Leader: Refer to "New Employee/Supervisor Startup Sheet," pages 
11-14) 

A. Use the "startup sheet" for the new, transferred, or promoted 
employee, as we feel it minimizes confusion for any new employee 
coming into your organization. When people are up-tight or nervous, 
they do not learn or perform well. Some years ago, our group was 
asked to study the reasons for heavy turnover in an organization 
and to make recommendations to correct the problem. We found 
that there were equally as many voluntary as involuntary terminations 
during the first 6 months of employment. 

We found that the cause for the heavy turnover was poor initial 
instruction, as to what was expected of the employees. So, we 
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initiated the "startup sheets"; the turnover was significantly reduced 
as were labor startup costs. 

B. Select key results areas 

Results areas should be selected as we previously discussed by 
identifying what should be accomplished within the first several 
months or so. We feel it's important to list the positive areas of 
activities or that which the employee should perform, and also list 
the negative, or that which the employee should not engage in. 

(Leader question: "Why do we suggest listing the negatives?" Wait 
for group response.) 

It is important that people know from the start what we want them to 
do as well as what we do not want them to do, to avoid future 
embarrassment. Each organization varies as to procedures and 
protocol. 

1 . We want to make new employees comfortable by knowing the 
"rules of the road." 

2. We want to minimize the comment, "That's not my job." 

3. (Leader question: "How often have you, because of business 
pressures or meetings, had to turn the new employee over to 
another employee within the first day or two on the job? I know 
I have and I've felt bad about it. If the startup sheet is completed 
by you before the employee starts the new job, chances are 
good that we can get the employee started on the right foot.") 

4. The new employee "startup sheet" should provide the following 
advantages: 

• less time spent for orientation 
• fewer mistakes, both short and long range 
• increases long-range learning process 
• establishes a good base for employee/supervisor rapport 
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Role Playing - Session I 

(Leader: Explain to group that it is important to practice, with others, some 
of the principles learned. This first session will involve pairing off where 
one person will play the role of the supervisor and a second person will 
play the role of the employee. The person serving as the supervisor will 
begin the discussion of the objective setting process using the objectives 
he wrote earlier in the seminar. The discussion will center around both 
the routine and problem solving objectives as previously written. The 
discussion will be considered complete when the "employee" fully 
understands what is expected of him. 

Leader should announce that he will pick at random two teams where 
the discussion will be videotaped for group review and discussion. 

If time is available or if it is desirable to expand the seminar, videotape all 
teams and critique each via group discussion.) 

VII. Performance Appraisal Feedback 

A. A Place to Begin 

(Leader questions: "Where do you begin?" Wait for group response. "Do 
you start by showing the employee your completed appraisal form?") 

I previously indicated the importance of using numbers or point scoring 
with care. 

(Leader: Hypothetical mental exercise: "I would like you to think about 
the nastiest, most difficult employee you have working for you or ever 
had working for you.") 

(Leader: "Let met provide you with an example." Writes the following on 
easel.) 

• Employee with either 5 or 25 years with company/organization. 

• Possesses excellent job knowledge 

• Possesses good technical skills 
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• Excellent performance on routine objectives 

• Has terrible disposition, inability to cooperate with others. 

Now it's time for you to discuss your evaluation and the completed 
appraisal form with this employee. You're seated in your office with 
the employee. The form is on your desk. What happens? You suddenly 
realize the employee can read upside down. He sees your negative 
notations under cooperation with others - begins to have visions of 
no merit increase and begins to blow his cool. Needless to say, you are 
off on the wrong foot - hardly a positive improvement process. What 
should you have done? 

(Leader: Refer to "Performance Appraisal Balance Sheet," page 15.) 

Performance Appraisal Balance Sheet - we recommend that you use 
the balance sheet as a supplement to your company appraisal form and 
that you complete this and talk from this form prior to · presenting the 
detailed appraisal form to the employee. 

B. A Sense of Direction -Time, Place, Method 

1 . Make sure you allow ample time for your discussion on per
formance feedback. 

2. Plan your location so that you will receive a minimum number of 
interruptions ( preferably none). 

3. Begin your discussion with statements about the positive 
performance areas from the balance sheet. Why? So that the 
employee is in a positive frame of mind to enable him to benefit 
from later discussion on the negative areas, or constructive hints 
for improvement. By using this approach you will, in effect, be 
able to put the employee at ease. 

4. Be Yourself- "No phony baloney" 

C. Take Time to Listen 

Equally important as your talk or presentation is your giving the 
employee time to talk. Be willing to let the employee "ventilate" and 
as appropriate give you "guff" regarding his concerns. Be willing 
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to admit to an error in your judgment if the employee has a valid 
reason, contrary to certain written points on the appraisal form. I am 
reminded of a former boss {Leader: or, knew of a V.P.) who had an 
unusual ability to listen. Often during performance feedback or 
update sessions he would ask: "What can I do to help you? What do 
you need from me or others to make your job easier?" I never forgot 
that. This technique may also be beneficial to you if you do receive 
comments of criticism during the feedback session. 

D. A Time to Summarize or Set a Date for Another Meeting 

{Leader question : "How many of you have had to deal with a very 
emotional employee during appraisal feedback - a person who 
broke down in tears, shouted?") 

Let's remember that an employee who is upset at the time of 
feedback needs to be put at ease in order for anything constructive 
to result from the session. Further, it doesn't do ·any good if the 
employee remains quiet and lets you do all the talking. People who 
are upset need to talk out their frustrations but need to be specific 
with their comments or questions if understanding is to take place. 

{Leader: Write on easel - "As anxiety goes up the tendency to 
generalize goes up.") 

{Leader question: "What should you do with the negative individual?" 
Leader waits for a response from group and writes the following on 
easel.) 

• Let the employee "blow off steam" 

• Encourage the employee to talk 

• Keep your mouth shut as much as possible - don't lose your 
cool! 

• Encourage the employee to be specific about his or her concerns 
giving detail, reasons, etc. 

• If progress is being made, continue the discussion. If there is no 
progress, end the discussion by saying: "I understand what 
you've said - let's both give each other some time to think about 
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our respective comments - can we get back together at 
_________ ?" Here, it is important that the discussion 
be ended on the positive note (i.e., do not show disapproval) and 
that the next meeting be scheduled in the near term future. 

It is important to communicate in a sincere, understanding 
manner and to ask realistic questions. 

If the feedback session proceeds as planned, end the session 
by requesting the employee to sign the company appraisal 
form. Tell the employee you have appreciated and respected 
his support and performance. 

(Leader question: "Are there any questions?") 

Role Playing - Session II 

(Leader: "Let's prepare for some additional practice sessions. I would 
like each of you to take the balance sheet as given to you and write 
the points you wish to make for a feedback session - which would 
relate to performance on your most problematic employee . It could be 
about the employee whom we spoke of earlier, who has the inability to 
be cooperative. Please take 1 5 minutes to write your positive and 
negative points. Please pair off in teams again, picking a different 
partner. Each person in these sessions will be given an opportunity to 
play the role of the supervisor." 

Leader should again announce that he will pick at random two teams 
where the discussion will be videotaped for group review and discussion. 

If time is available or if it is desirable to expand the seminar, videotape all 
teams and critique each via group discussion) 
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Performance Appraisals 

I. Why are formal Performance Appraisals given? 

• To evaluate employee performance, against a standard 

• To aid in the orientation process for new hires, transferees and 
promoted persons 

• To provide a means for regular communication between employees 
and supervisors 

• To assist supervisors in identifying candidates for promotion 

• To aid in the merit increase process 
• To serve as a tool for improving performance 

II. Two performance appraisal forms were being used by an organization 
at the same time for several years, the reason being that no one could 
decide which of the two forms was best, so, 

• half the Supervisors used Form A, and 

• the other half used Form B 

The results were very interesting: 

1 . Form A has 16 performance factors such as: 

• Quantity of work 

• Quality of work 

• Job knowledge and skills 

Form A also has a 3-point rating scale and Overall Rating 

• Above average 

• Average 

• Below average 

• Overall Rating 

2. Form B has 9 performance factors such as: 

• Attendance 

• Amount of work 

• Performance 

• Work habits 
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Form B is basically the same as Form A except it has a 5-point rating 
scale: 

• Outstanding 

• Good 

• Average 

• Fair 

• Unsatisfactory 

A random sampling of 60 completed Form A's and 60 completed 
Form B's were pulled from employee personnel records. Statistically, 
here are the results: 

Percentage of All Ratings Given 

FORM A 
(60 completed forms) 

Above Average 

Average 

Below Average 

Blank 

Overall Rating 

Above Average 

Average 

Below Average 

Blank 

52% 

38% 

1% 

9% 

100% 

29% 

21% 

0% 

50% 

100% 

FORMB 
(60 completed forms) 

Outstanding 

Good 

Average 

Fair 

Blank 

Overall Rating 

NONE 

8% 

51 % 

40% 

1% 

0% 

100% 

It is obvious from the above that rating scales and categories only 
allow the supervisor to pick the "easy, rather than honest, road." 
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Ill. Performance Appraisal - Some Negatives to Avoid 

"As long as managers appraise the ends yet actually give greater 
weight to the means, employ a static job description base which does 
not describe the 'how', and do not have support mechanisms for the 
appraisal process, widespread dissatisfaction with performance appraisal 
is bound to continue." 

"Performance appraisal cannot be limited to a yearly downward reward
punishment judgment. Ideally, appraisal should be a part of a continuing 
process by which both manager and employee may be guided." 

Levinson, H. Appraisal of what performance? Harvard Business Review, July-August, 1976. 

IV. Performance Appraisal - Four basic steps 

1. Keep it simple . .. can be useful in identifying those whose salaries 
should be raised, but it is not useful in determining the amount of the 
increase. 

2. Keep it separate ... from other management systems. 

3. Keep it contained ... any appraisal form used in a discussion with 
a subordinate should be tailored to his or her job. 

4. Keep it participative ... superior should solicit subordinate's point 
of view ... " 

V. Key Results Areas - Establishing Objectives 

A. ROUTINE OBJECTIVES - relate to normal output, where the 
commitment expected is to meet standards. 

In this area you can establish or "track on" objectives from historical 
data such as: number of reports typed in a week, number of calls 
made in a day, error rate, etc. 

Examples 
1. Budget (Topic: Quality of Work) 

a) Measure - variance on supplies 

b) Level of performance (Standard) = 5% 

Note - Action: Return defective or unused supplies so not 
charged twice 
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c) Wording - "Unnecessary supply charges limited to 5% of 
supply budget." If achieved, satisfactory, or standard met 

2 . Interdepartmental/Client/Customers/Patients (Topic: Cooperation 
... Quality of Work) 

a) Measure - complaints 

b) Level of performance (standard) = 3 complaints per month 

Note - Action: Training in handling demands on service 

c) Wording - "Complaints from _____ limited to 3 per 
month." 

3. Safety - Equipment Usage (Topic: Job Related Accidents -
Quality of Work) 

a) Measure - incidents reported 

b) Level of performance (standard) = 2 reported incidents 
per month 

Note - Action: Weekly equipment check 

c) Wording - "Limit equipment related accidents to 2 per month." 

4. Number of Daily Reports Completed (Topic: Work Completed -
Quantity of Work) 

a) Measure - assigned daily reports typed 

b) Level of performance (standard) = 90% typed within 24 
hours of assignment 

Note - Action: Check workload distribution 

c) Wording - "90% of all assigned daily reports typed within 
24 working hours." 

5. Test Results Reports (Topic: Work Completed - Quantity of Work) 

a) Measure - reports distributed 

b) Level of performance (standard) = All completed test results 
reports must be routed before 4: 00 P. M. daily 

Note - Action: Notify couriers by 3:00 P.M. for late pickup 

c) Wording - "All test results reports must be routed by 4:00 P.M." 

B. PROBLEM SOLVING OBJECTIVES - relate to areas where the 
output is below standard; the commitment expected is to bring 
performance back to standard. 

The process of selecting objectives is best done by identifying areas 
where you feel most uneasy with performance such as error rate, 
completion dates, etc. 
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Examples 

1 . Response to Emergency Calls (Topic: Emergency Calls) 

a) Measure - time required to respond 

b) Level of performance (standard) = Reduce from 1 O minutes 
to 5 minutes, on the average per month 

Note - Action: "Training in emergency call response 
procedures" 

c) Wording - "Respond to emergency calls within 5 minutes 
( on the average)" 

2. Employee Training Material Development (Topic: Procedures 
Development) 

a) Measure - meeting deadline for material completion 

b) Level of performance (standard) = 2 proposed employee 
development programs ready for distribution by ___ _ 

Note - Action: Re-setting of dates based on priority 
changes quarterly 

c) Wording - "Two proposed employee development programs 
ready for distribution by _________ " 

3. Handling Controlled Information (or Confidential Information) 
(Topic: Communications - Quality of Work) 

a) Measure - loss of material (or information leaks) 

b) Level of performance (standard) = zero loss of material (or 
leak of confidential information) 

Note - Action: Monthly periodic review of procedures, 
possible disciplinary action 

c) Wording - "Zero loss of materials ( or confidential information 
leaks)" 

C. CREATIVE OBJECTIVES - relate to areas where the output is 
"change" (the exact opposite of routine objectives), where the 
commitment expected is to meet the goal for change, on schedule. 

The process of selecting objectives is best done by identifying areas 
where an improvement is desired on a program (i.e., the desire to 
rearrange, develop, organize, etc.) 
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Example 

1 . Filing System (Topic: Office Procedures) 

a) Measure - update and expansion of filing system to cross
reference proposals by organization, subject, and individual 
reviewing proposal 

b) Level of performance (standard) = Recommendation to be 
submitted no later than _______ _ 

Note - Action: Review budgetary limitations and work load 

c) Wording - "Submit proposal (per written outline and dis-
cussion) on cross-reference filing system by ______ " 

VI. Advantages in Using New Employee' 'Startup Sheet'' (See pages 
11-14) 

• Less time spent for orientation 

• Fewer mistakes, both short and long range 

• Increases long-range learning process 

• Establishes a good base for employee/ supervisor rapport 

VII. Performance Appraisal - Procedures Guide 

The key to an effective performance appraisal system is not the forms used, 
nor the formal procedures required, but the intent of the supervisor and 
management. What is meant by intent is simply: 

The supervisor wants to make the performance appraisal system work. 

The appraisals are honest, i.e., show the employees' strength and weak
nesses. 

The system is not overly time consuming, but the time needed for an 
honest appraisal is spent productively . 

The following outline will help you in achieving proper intent. 

A. The Performance Appraisal Form (See pages 16, 17) 

The form consists of 2 Evaluation sections 

• Performance Factors 

• Individual Development Plan and Review 

6 



B. Completing the Performance Factors section: 

There are 9 performance factors listed. These are broad categories 
describing key aspects of performance including: 

• Job knowledge and skills 

• Quality of work 

• Quantity of work 

• Work Habits 

• Relationship with people 

• Meeting work commitments 

• Taking action independently 

• Analyzing situations and materials 

• Leadership of others 

The first six will apply to all employees, the last three are used, as appropriate, 
by the supervisor. Ignore those categories that do not apply. 

C. Areas of Competence and Concern blocks are your opportunity 
to describe the employee's performance from two points of view. 

• Areas of Competence: 
Means those activities that the employee performs well, very 
well, excellent or outstanding. Just write down those activities 
which you wish to recognize. 

• AreAs of Concern: 
These are activities which you wish to bring to the employee's 
attention. At one extreme, you may just want to make the em
ployee aware that you are concerned. At the other extreme, 
you can indicate a strong insistence that corrective action be 
taken by placing a capital "I" in the center column. 

D. Individual Development Plan and Review 
This section consists of 3 parts and can be completed jointly by the 
supervisor and employee. 

It is strongly recommended that the supervisor write in General 
Performance Objectives, however, prior to the performance 
appraisal discussion with the employee. Objectives can be made 
more specific during the discussion. 

The Plans for Achieving Objectives and Checkpoint Dates 
sections can usually and most effectively be completed by joint 
discussion between both parties. 
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• Be as specific as possible 

• Limit the number of objectives to one or two. (Note: If you have 
more than two you probably have a disciplinary problem.) 

E. To be completed by employee and supervisor 

This section allows the supervisor and employee to express at the 
end of the performance appraisal discussion: 

• What specific steps the supervisor can take to help the employee. 

• Any comments the supervisor and employee have regarding 
the evaluation itself, and evaluation discussion. 

• Don't be surprised at the reaction you get from employees the 
first time you give them "Balanced" appraisal. It may be negative 
if they have not received a balanced appraisal before. 

F. Hints for Completing the written part of the review. 

• The writing portion should only take about 1 0 minutes on the 
average. 

• Complete both Area of Competence and Area of Concern for a 
performance factor before going on to the next performance 
factor. 

• Complete: Job knowledge and Skills: 

First - Areas of Concern 
Second -Areas of Competence 

• Don't try to cover everything , hit the high spots . 

• With the long service employee, you may have difficulty in coming 
up with areas of concern. If this is the case, have the employee 
submit to you a list of things they would like to improve. 

• If your employees have received nothing but positive appraisals 
in the past, be sure they know the ground rules have changed 
to a balanced appraisal before the review. 

• An employee can have several areas of concern noted on the 
review, and still be an excellent employee. 

• All employees should have a minimum of one area in which to 
improve performance. 

• Disciplinary steps that have been taken for problems which have 
not been corrected to the supervisor's satisfaction during the 
period covered by the review should be noted under Areas of 
Concern and performance objectives. 

8 



• Plans for achieving objectives may involve "individual initiative," 
but this should only be used in certain, limited specific instances 
such as tardiness, attitude, excessive talking and insubordination. 
It should not be used as a cop out for the supervisor who 
does not want to become involved. 

• Most performance problems with employees are non-technical/ 
clinical in nature. Don't ignore these just because the employee 
is good technically. 
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( 

Starting Date: 

What has to be accomplished 
by the New Employee/Supervisor 
daily /weekly /monthly 

( 

NEW EMPLOYEE/SUPERVISOR 
STARTUP SHEET 

+ 
Activities Employee 

Should Perform 

Position: 
Name: 

( 

Activities Employee 
Should Not Engage In 

Date Next Review _______ _ 

Time Next Review ______ _ 



I\.) 

Starting Date: January 6, 1978 

What has to be accomplished by the new 
employee 1st 4 wks. 

1 . Learning - clinical 

A. Major arrythmia recognition 
B. Major arrythmia treatment 
C. Common laboratory value 
D. How to give & chart a physical 
E. How to start I.V 's 

2. Learning - procedural 

A. Where crashcart is kept & what is on it 
B. How to apply electrodes & connect 

monitor 
C. How to trouble shoot major mechanical 

problems with the monitor 
D. Memorize maintenance phone number 

(posted on side of monitor) (298) 
E. Keep up nursing care plan 
F. How to chart correctly 
G. Where ICU procedures book is kept & 

read it. 

3. Supplies 

A. Learn where drug supplies are kept & 
how to charge them 

B. Familiarize self with what supplies other 
than drugs are available on the floor, 
where to get these supplies and how to 
charge them 

4 . General patient care: 

A. Be aware at all times during shift of 
your patients' conditions 

NEW EMPLOYEE/SUPERVISOR 
STARTUP SHEET 

+ 
Activities Employee 

Should Perform 

1 . Steps to follow in starting shift : 

A. Check all your patients giving minimum physical 
& complete charting 

B. Review charts of each of your patients to 
determine what has happened in the last 24 
hours 

C. Check empty rooms for completeness of 
equipment & preparation 

D. Check patient's medication trays and periodi
cally check trays during shift. 

2 . Special Activities 

A. With all new admissions check with Head 
Nurse (Ms. ) the patient's 
condition and assistance as to procedures . 

B. Attend Dr. __________ _ 
weekly classes held every Wednesday 
in ICU 

C. Keep Head Nurse informed of any 
change in the patient's condition, includ
ing improvement. 

D. When in doubt about anything, ASK 

Position: 

Name: 

Supervisor: 

RN-ICU-CCU (lnexper.) 

Sandy Miller 

Joyce Feeny 

Activities Employee 
Should Not Engage In 

1 . No phone calls to doctors without going through 
Head Nurse (Ms. ) 

2 . Do not discuss personal matters with or in 
front of patients , including home life, pay, 
how tired you are , etc. 

3 . No personal telephone calls except in an 
emergency 

4 . Do not criticize doctors or other staff members 
in front of patients 

5 . No abusive language 

6 . Do not leave the floor unattended by another 
RN 

Date Next Review __ 1_1_1_3_17_8 ___ _ 

Time Next Review 10:30 a.m . 
( --



...... 
w 

(· 

Starting Date: ______ _ 

What has to be accomplished 
by the New Employee/Supervisor 

daily /weekly /monthly 

1 . Knowledgeable in location of various dept's, 

2. 

3. 

4. 

5 . 

6 . 

7. 

supv 's and physical layout of facilities 
(30 days) 
Knowledgeable with mechanical , electrical 
& plumbing in facilities. (50 days) 
Scheduling & follow-up of work loads for 
maintenance personnel & contract service. 
(on-going daily) 
Hiring, training , disciplining & terminating 
action. (on-going daily) 
Start-up & follow-up of preventative 
maintenance prg . (on-going daily) 
Evaluate , plan & prepare purchase request 
for material to be in stock to handle emer
gencies & for forthcoming planned jobs . 
(on-going daily) 
Knowledgeable of capabilities of each 
employee reporting to him , so employees can 
be assigned jobs within their capabilities . 
(30 days) 

8 . Inspect completion of each job assigned to 
employees for workmanship & time 
invuived to complete assigned job. (on-going 
daily) 

( 

NEW EMPLOYEE/SUPERVISOR 
STARTUP SHEET 

+ 
Activities Employee 

Should Perform 

Consistent walk-thru of facilities & meeting 
supvs. until they are known like the back of your 
hand . 

Study blueprints of facilities & physical walk-thru 
tracing all circuits until known like the back of your 
hand . 

Counselling of employees 

Study machinery manuals layout program for each 
piece of equipment 

Planning 

Review personnel application for experience & 

background experience of each employee. 

Physical inspection of job site. 

( 

Facilities, Safety & Security 

Position: Plant Engr. (supv.) 
Name: Ken Burns 

Activities Employee 
Should Not Engage In 

Plant engr. should deal directly with equal level 
mgm't in other departments. 
If a conflict occurs, the plant engr. should turn 
the problem over to his mrg . for next level 
management resolution . 

Date Next Review _________ _ _ 

Time Next Review ____ ___ ___ _ 



...... 

Starting Date : 

What has to be accomplished 
by the New Employee/Supervisor 

daily/weekly/monthly 

Learn to read prints as a set , Wire list, Bill of 
materials , and assembly draw 
Run Eubanks Machine 
Learn different awgs wire 
Learn when to use busswire with or without 
sleeving . 
Know when to use different size of sleeving . 
Learn assy . numbers as to what is what. 
(Which cable is what number.) 
Know the operation codes for each operation . 
Learn to keep time card accurate . 

NEW EMPLOYEE/SUPERVISOR 
STARTUP SHEET 

+ 
Activities Employee 

Should Perform 

Be ready to start work at 7 : 30. 
At the start of a job, if possible, make a list of 
materials needed for that job so Lead does not 
have to get up 5 or 6 times to run and get it. 
Also , when ready to start a job gather tools 
needed which are not issued out of tool cabinet. 
Start cable . If in doubt, ask. Break at 9:30 to 
9 :40 . Take lunch at 11 : 15 . Be back to start 
again at 11 :45. Break at 2:30 to 2 :40 . Clean up 
at 3:50 . Home - 4:00. If sick, call by 8:00. 

Position: Cable Harness Trainee I 
Name: 

Activities Employee 
Should Not Engage In 

Visiting in other areas except at break. 
No personal phone calls except in emergency . 
Don 't mess with w/o 's , ask me, Gloria . (Work 
orders) 
Do not operate machines without safety glasses. 
No unnecessary or loud talking . 
Tardiness . 
Do not use pay phones during working hours 
without permission except on breaks or lunch. 

Date Next Review ______ _ 

Time Next Review ___ ___ _ 



COMPETENCE 

WORKSHEET 
PERFORMANCE APPRAISAL 

BALANCE SHEET 

AREAS OF 
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EMPLOYEE PERFORMANCE REVIEW 

NAME _______________ _ DATE TO SUPERVISOR _________ _ 

DEPARTMENT ______________ DUE IN PERSONNEL __________ _ 

UNIT ____ ANNIVERSARY DATE _________ POSITION __________ _ 

TYPE OF REVIEW: □ PROBATIONAL □ ANNUAL □ OTHER _ _______________ _ 

□ INCREASE IS RECOMMENDED □ NOT RECOMMENDED AMOUNT _______ _ 

MARK "I" IF IMPROVEMENT NEEDED FOR PERFORMANCE TO MEET EXPECTED STANDARDS. 

AREAS OF 

PERFORMANCE FACTORS I COMPETENCE 
I . 
I 
I 

JOB KNOWLEDGE AND SKILLS : Basic I 

understanding of job ; specialized information 
I 
I 

and skills; Pract ical app lication; Degree of I 
I 

supervision needed . I 
I 

QUALITY OF WORK : Accu racy; Neatness; I 
I 

Organization; Thoroughness; Effectiveness. I 
I 

QUANTITY OF WORK : Use of T ime; Use of 
I 
I 

materials; Meets workload standards; I 
Efficiency; Productivity. I 

I 
I 

WORK HABITS : Effectiveness in organization 

and using work tools and time; Clean liness and 

Safety. 

RELATIONSHIP WITH PEOPLE : Cooperation 

with others; Attitude toward co-workers, 

Supervisor, Company; Effectiveness in dealing 

with others; Willingness to assist or help others. 

MEETING WORK COMMITMENTS: 

Completion of work ass ignments; meets 
deadlines; Fo llows establ ished policies and 

procedures; Adequate documentation; 

Attendance; Punctua lity ; Dependability; Fre- I 
I 

quency of hea lth complaints; Responsibility. I 
I 
I 
I 
I 

APPLIES TO SUPERVISORY/ OR PROFESSIONAL/ OR OTHER APPROPRIATE POSITIONS 

TAKING ACTION INDEPENDENTLY : 

Initiates work improvements; Identifies and 

corrects errors; Willing and ab le to carry 

increasing responsibility; se lf-reliance; versati lity. 

ANALYZING SITUATIONS AND MATERIALS: 

Judgement; Problem so lving ; Dec isi on making. 

'-.._.-- LEADERSHIP OF OTHERS : (If Applicab le) 

Pl ans and controls work activ ities; Motivates 

and deve lops subordinates; Improves work 

met hods and results; Ability to exercise author ity. 
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INDIVIDUAL DEVELOPMENT PLAN AND REVIEW 

TO BE COMPLETED BY SUPERVISOR: 

PERFORMANCE OBJECTIVES - Goals for PLANS FOR ACHIEVING OBJECTIVES - CHECKPOINT DATES - To follow and 
further improvements in job performance Specific methods which can be used to measure progress or lack of progress prior 
during the next review period in order to meet work toward accomplishing performance to next review. 
or exceed standards for the present job or to objectives (training, further study, rotation, 
develop ski I ls. specia l work assignments for training 

purposes, and individual effort toward 
personal improvement). 

Use add itional sheet if necessary 

TO BE COMPLETED BY EMPLOYEE : 

What specific steps can your supervisor take to help you? _______________________________ _ 

TO BE COMPLETED BY SUPERVISOR 

I have discussed the eva luation with the emp loyee and 

recommend the following: 

Signature of Supervisor Date 

REVIEWED BY 

Signature Date 

TO BE COMPLETED BY EMPLOYEE 

The above evaluation was discussed with me. I wish to 

comment as follows: 

Signature of Employee Date 

PERSONNEL DIRECTOR'S REVIEW 

Signature Date 
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Instructions to Observers 

1. Your principal job is to guarantee only employees on the Employer's eligibility list 
should be allowed to vote without challenge. 

a. As long as an election observer advances good faith doubt that a voter 
should not participate in the voting, the Board agent may not deny him the 
exercise of this privilege. Good faith reasons are: 

( 1) A claim that voter is not an employee or is no longer employed by the 
Employer (on permanent layoff, a quit, or a discharge). 

(2) A claim that : voter falls within an excluded group (office clerical, 
technical, professional, guard, confidential employee, etc.) 

(3) A claim that voter was not on the payroll on the designated eligibility 
date. 

b. If the Board agent does not allow the challenge, the observer should not sign 
a statement that the Board properly conducted the election (this amounts to 
grounds for election objections). 

2. Record instances of campaigning by union observers or pro-union voters at the 
place of election. Write down name of observer or employee involved, try to state 
what was said and register the time it occurred. 

3. Record instances wherein you feel Board agent conducting the election may be 
partial toward the union. 
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20. Should you have a disloyal supervisor, it is perfectly lawful to fire him for joining or 
assisting a union . However, he cannot be fired for permitting workers, covered by 
the act, who (a) engage in union activity or (b) refuse to spy on employees. 

21 . If members of community, local associations, newspapers, radios and the like 
campaign on your behalf, it is wise to advise your employees that their activities 
are on their own and that although the Employer cannot prevent their activity, the 
Employer wants employees to know it is not associated with it. 

22. The Employer has the right to discharge or discipline any employee (pro-union or 
anti-union) for just cause during a campaign. It is important to note, however, that 
just cause must be proven. Promotions, demotions and transfers must also be for 
bona fide reasons. 
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