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Preface

This thesis presents a study of subordinate perceptions concerning the
factors which influence supervisory quality. The primary objective of this
research effort is the development of a normative profile of a high quality
supervisor, based on the attributes and actions which are highly acclaimed
by subordinates.

This study has been an enlightening and satisfying personal develop-
ment and learning experience. It is hoped that the efforts reported in
this thesis may prove informative and useful to others.

I would like to extend a special thanks and my deepest appreciation to
Dr. Raymond H. Klug, my thesis advisor. Dr. Klug expended much personal
time and energy in directing and guiding this study. Additionally, Dr. Klug
was always willing to give top priority to my questions and problems.

Dr. Klug always provided assistance willingly and unselfishly. I would
also like to extend my appreciation to Dr. T. Roger Manley, my second
reader, for his able assistance.

I would like to commend and express warmest appreciation to my wife
Susan Quick, and to my children for their patience and sacrifice of family
time during this research effort. Their understanding and cooperation
contributed measurably to the timely completion of this study.

A special thanks also to my typist, Mrs. Nancy Moorefield, for the

hours spent to ensure that this thesis would be a quality product.
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Abstract

nghe perceptions of a subordinate concerning the quality of the actions
and attributes of a supervisor, have a strong potential to influence the
productivity of the subordinate. It is important, therefore, for a super-
visor to be aware of, and to understand the subordinate perceptions re-
garding supervisory quality. 7

The primary objective of this thesis is the development of a normative
profile of the high quality supervisor, which is comprised of the super-
visory attributes and actions which are highly acclaimed by subordinates.
The fulfillment of this objective is directed toward providing current and
potential supervisors with a reference aimed at providing the awareness and
understanding of subordinate perceptions.F;

The input data to this research effort were gathered from an extensive
survey of the current literature, and from an accumulation of personal exper-
iences of approximately 535 military and civilian employees of the Air
Force.

The input data analyzed and compared in this research effort provided
results which clearly indicate that the views of subordinates concerning
supervisory quality do not vary significantly among different types of
organizations; and that subordinates do make a very clear distinction
between the attributes and actions associated with the high, and with the
low quality supervisor.

These results support the validity and are projected into the normative
profile of the high quality supervisor which is developed and presented in
this research effort. This profile fulfills the primary objective of this

research effort.




Some of the key elements of this profile are as follows. The high

quality supervisor: is emotionally stable and mature, is intelligent, has

a strong inner drive, has a well-developed working knowledge of human
relations, is a strong supporter of the organization, employs a partici-
pative style of supervision, and is an innovative and effective manager.
The profile can be extracted for reference, discussion, and use. It
is recommended that students and practitioners of supervision use the pro-
file for new or reinforced insight in order to become better acquainted
with the very important views of subordinates concerning desirable super-

visory traits. i
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A STUDY OF SUBORDINATE VIEWS AND PERCEPTIONS REGARDING
THE QUALITY OF SUPERVISORY ACTIONS AND ATTRIBUTES

I. Introduction

During the last four decades, there has been an increasing aware-
ness regarding the importance that the quality of supervision has on an
organization. According to Robert W. Eckles, "any successful organiza-
tion requires good to excellent supervision. The graveyards of business
and industrial organizations are littered with firms that did not have
good supervision" (Ref 1:8). Claude S. George states that 'good super-~
vision, in fact, is just about the single most important factor in the
success of our American economy. The key to success for any firm is
good supervision” (Ref 2:3-4).

This belief has been supported by a number of surveys. According
to the quality of life survey conducted in the Air Force in 1975, nearly
50 pereent of the respondents stated that their supervisor has a "favor-
able" or 'very favorable" influence on the organization (Ref 3:128-
129). Both surveys and authors agree that the attributes and actions
of the supervisor are major factors which influence the q;ality of
supervision.

The supervisor is an important keystone of any type of organization
of people who are working together to achieve common objectives. This
is true whether the organization is industrial, service, marketing,
governmental, or academic. One reagon for the supervisor being the key-
stone is that the supervisor is in a key position in the organization

for securing maximum production with minimum waste. Among the primary

goals of the modern supervisor should be to cause individuals to work
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together as a team to create most efficiently and effectively the speci-
fied products or services of the organization (Ref 4:20).

Perhaps more today than ever before, there is an increased emphasis
on the need for efficient production. Wages are continuing to increase
at an unprecedented rate. For example, the coal miners recently signed
a contract that provides for a 37 percent increase in wages over the
next three years. Domestic inflation has caused the cost of domestic
raw materials to rise. The prime lending rate continues to climb; this
causes the cost of capital to be increasingly higher. Erosion of the
dollar abroad has caused the cost of imported raw materials to rise.
Recently, for example, the dollar hit an all time low against both the
Japanese Yen and the German Mark. One can validly conclude that the
cost of production is rising rapidly. In this atmosphere, there is room
for neither waste nor inefficiency.

The quality of supervision provided to an organization can mean the
difference between efficient and inefficient production. Poor super-
vision, according to Raymond Valentine, can bring about '"poor output,
low morale, missed deadlines, high turnover, and wasted talent" (Ref 5:
4). 1In other words, poor supervision can bring about poor efficiency.

It must be recognized that there does not always exist a direct and
positive correlation between the quality of supervision and efficient
production. It is not uncommon for the personal goals of the workers or
the goals of informal groups to conflict with the organizational goal of
efficient productivity. High quality supervision may not be enough to

overcome these conflicting goals. Likewise, low quality supervision may

not deter an individual or group of workers from maximizing production
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efforts in the short run. The total environment affects the willingness
of the worker to make the most efficient use of the available production
inputs. Included in these inputs are the fime and skills of the worker.
However, it must also be recognized that the quality of supervision is
an important part of the overall environment and thus has a strong
potentiality for influencing the productivity of the worker.

The potential for the quality of supervision to influence produc-
tivity is a result of the role that the supervisor plays in the super-
visor-subordinate relationship. 1In the eyes of the subordinate, the
supervisor represents the organization. The supervisor is the main
interface between the higher echelons of the organization and the
worker. The supervisor transmits and explains the policies and proce-
dures of the organization to the worker. The supervisor also represents
the worker to the higher echelons of the organization. As Keith Davis
states, "higher management knows its workers primarily through the
supervisors" (Ref 6:126). Additionally, the workers know higher man-
agement through the supervisor.

Because of the role of the supervisor in the supervisor-subordinate
relationship, the subordinate is partially dependent on the supervisor
for both job satisfaction and performance effectiveness. It is through
the supervisor that duties are assigned, decisions concerning the day-
to-day operations of the workers are made, training is provided, perfor-
mance is appraised, and rules are enforced. Because of this dependency,
the supervisor has relative control over the on-the-job activities of
the worker.

Additionally, the worker looks to the supervisor for the satis-

faction of personal desires for approval and recognition, the need for

3




T T

T Tty

FRIREET

VAR

VR IR AN

self-respect, and other ego-involved needs (Ref 7:328). According to
Morris Viteles, '"the quality of supervision is in itself a major factor
in influencing attitudes and satisfying the needs of the workers'" (Ref
7:387). The quality of supervision can have a profound effect on the
manner in which an employee approaches the job.

There is an important aspect of the supervisor~subordinate rela-
tionship that should be kept in mind. The quality of supervision
actually provided is relatively unimportant. What is important is the
view and perception of the individual worker concerning the quality of
supervision being provided. While discussing a particular case con-
cerning ineffective supervision, David S. Brown referred to this aspect.
Brown stated that 'what is important is not so much the fact that the
supervisor was ineffective as that his subordinates believed him to be"
(Ref 8:289).

Furthermore, these views and perceptions concerning the quality of
supervision are highly personalized. The views and perceptions can vary
appreciably from one person to the next. It is uncommon for any two
people to perceive any action or event in exactly the same manner.

In summary, each person has a different evaluation of the quality
of supervision that is being provided by the supervisor. This evalu~-
ation 1is not totally based on the actions and attributes of the super-
visor, but rather on the manner in which the individual worker perceives
the actions and attributes.

The supervisor of today lives a fishbowl existence. Almost every

action the supervisor takes is closely watched by subordinates, and is

carefully compared with the role expectations held by the subordinate
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concerning the actions of the supmervisor. Any of the actions taken by
the supervisor that differ significantly from the expectations held by
the subordinate, will normally be disseminated throughout the depart-
ment. It is through this scrutiny of the actions of the supervisor and
exchange of views that the perception of the subordinate is developed
relative to the quality of supervision being provided (Ref 8:294).

Recent surveys have indicated that the quality of supervision, as
perceived by the subordinates, is not as high as it should be in some
organizations. A quality of life survey performed on United States Air
Force personnel in 1975 indicated that 31 percent of the nearly 11,000
respondents perceived that the quality of supervision provided in the
Air Force is below average (Ref 3:128).

The purpose of this thesis is to examine some of the specific
factors which directly influence the perception of the subordinates re-
garding the quality of supervision being provided by the supervisor.
The attributes and actions of the supervisor are the specific factors
being examined in this study. The desired end result of this research
effort is the development and presentation of a descriptive profile
based on the actions and attributes of the supervisor. Before further
discussing the background of this research study, some key definitions

are presented.

Definitions

The following frequently used terms are critical to the under-
standing of this study, are therefore defined here.

Supervisor: A supervisor is an employee who is directly respon-
sible for the work of others; (the supervisor is) a manager

5
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at any level of an organization who is accountable for the
performance of one or more subordinates (Ref 9:6).

There are two key points that should be noted in this definition.
The first key point is that the supervisor is responsible for accom-
plishing work through the efforts of others. The supervisor does not
personally do the work assigned to the department. Rather, the super-
visor ensures that the subordinates accomplish tﬁe work assigned to the
the department.

The second key point is that supervisors exist at all levels of an
organization. A more traditional view of a supervisor defines the
supervisor as a person who manages only operative employees. The opera-
tive employee is an employee who performs manual or technical tasks
which directly result in an output. This employee is not a member of
management. The traditional view interchanges the terms '"supervisor"
and "foreman''. The definition of a supervisor for purposes of this
study, does not restrict the application to the lowest level of manage-
ment in an organization.

Supervision: Supervision is the art and skill of planning, organi-
zing, directing, and controlling, through direct contact, the
performance of others to accomplish stated objectives
(Ref 10).

The emphasis of the supervisor is more on the directing and con-
trolling functions than the other functions listed in the above defini- |
tion. For additional clarity, supervision is management which is accom-
plished through direct, face-to-face contact.

High Quality vs Low Quality Supervision: These two terms were c

chosen for convenience in providing a uniform terminology throughout

this thesis. These terms represent the opposite ends of the spectrum
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of supervisory quality, and as usual, the existence of representation
within the vast gray area in between is clearly recognized.

Supervisory quality, for the purposes of this effort, refers to a
judgement made by a subordinate concerning the nature of supervision
provided by the supervisora\ This judgement is based on the perceptions,
attitudes, and feelings of ;he subordinate toward the supervisor.

The quality judgement is not based on any specific accomplishment
or set of accomplishments of the supervisor. Nor is it totally re~-
stricted to the manner in which the superviscr discharges the super-
visory duties and responsibilities. The quality judgement encompasses
all facets of supervision including the human relations ability as well
as the personal characteristics of the supervisor.

A uniform terminology to represent the concepts of the quality of
supervision was necessary after viewing the varying terminology 'used to
represent these concepts in the source material for this thesis. As an
example of the diverse terminology, one survey asked the respondents to
describe the actions and attributes of their best boss and of their
worst boss. Another survey asked the respondents to describe actions
and attributes of an effective supervisor and an ineffective supervisor.
While the terminology differed in these two surveys, the intent of the
surveys was to have the respondents provide a personal view concerning

high and low quality supervision as observed in real experiences.

Background

This thesis 1s the seventh in a series of studies concerning the

subject of supervision, sponsored by Dr. Raymond H. Klug, Professor of
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Managementlfor the Department of Systems Management, School of Engi-
neering, Air Force Institute of Technology. Dr. Klug is sponsoring this
on-going series to investigate various facets of supervision. This
study develops a composite profile of desirable and undesirable actions
and attributes of supervisors from an experiential summary.

The first three theses in this series concentrated on the problems
related to the transition from operative employee to first-time super-
visor in the United States Air Force. The first of these three theses,
performed during the later part of 1973 by James W. Coffman and Roger G.
Longenbach, was "A Study in Air Force Supervision - An Analysis of
Problems Encountered in the Transition from Operative Employee to Super-
visor" (Ref 11). During the same period, Stanley K. Burghardt and Jessie
J. Lundy conducted a study entitled "A Review and Analysis of Training
Programs Used by Industry and the United States Air Force for the First-
Time Supervisor" (Ref 12). The third study, performed by Robert J.
Sallee during 1975, was entitled '"Development of Possible Guidelines to
Assist USAF Operative Employees Transitioning to First-Time Supervisory
Positions" (Ref 9).

An area of common agreement among these three theses was that the
supervisor in the Air Force does not receive adequate preparatory super-
visory training when first making the transition from operative employee
to the supervisory position. The conclusions of these efforts indicated
that supervisory training in the Air Force was either nonexistent or was
deficient in numerous critical areas.

The fourth study in this series was conducted as a result of recent
disclosures of questionable behavior on the part of the leaders of many

American institutions, including the Presidency. The thrust of this

8
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effort was a study of managerial ethics with the primary objective being

{ the development of a universal code of ethics. The code of ethics

W developed in this thesis was aimed at managers at all levels within an

organization, including the supervisor. This thesis is entitled "An

e~

Analysis of Existing Ethical Guidelines and the Development of a Pro-

i posed Code of Ethics for Managers,'" and was written by Randolph K.
Adams in 1976 (Ref 13).

The fifth thesis in this series was written by George Daugavietis
and Ronald S. Harris in 1976 and was entitled "A Study of Character-
istics in the Supervision of Scientific and Engineering Personnel
(Ref 14). 1In this thesis, the researchers contrasted the supervision

of scientists and engineers with the supervision of nontechnical

! personnel.

The sixth thesis in this series on supervision, sponsored by Dr.
Klug, is being written by Robert E. Bolinger separately, but concur-
rently, with this thesis. The research effort by Bolinger is directed
at finding methods for improving the quality of supervision provided in
the Air Force. Among the alternatives being considered in this research

effort are the possibility of eliminating some of the supervisory duties

or perhaps totally eliminating the first-line supervisory position in
some instances. 8
? The quality of supervision in any type of an organization, in- 3
cluding the Air Force, has been and will continue to be a topic of
interest. Each of the previous theses in this series have, in some
manner, addressed the quality of supervision being provided in the
United States Air Force. For example, in the first three theses of this

series, findings and conclusions indicated that the quality of supervisory

9
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performance in the Air Force is lower than it should be. Each of the
theses indicated that this lower quality of supervision was due to a
lack of adequate training for the first-time supervisor.

This thesis, the seventh in the series, glso addresses quality of
supervision by examining some of the factors that directly influence
the quality of supervision provided in an organization. The influencing
factors that are to be examined in this research effort are the actions
and attributes of the supervisor, as viewed by the subordinate.

The further research of the reason why any of these factors are
present, such as a lack of adequate training, is not a part of this
research effort. What is important is that these attributes and actions
exist and are perceived by the subordinates as having an influence on

the quality of supervision being provided by the supervisor.

Statement of the Problem

A thorough and current study of the views of subordinates concerning
the attributes and actions that differentiate between a high quality
and a low quality supervisor has not yet been accomplished. The problem
addressed in this thesis is derived from the need for and lack of this
type of information. The problem addressed in this thesis is as follows.

There is a present need in the United States Air Force for the
development of a supervisory profile that is based on the
attributes and actions that differentiate between the high
quality and the low quality supervisor. Furthermore, the need
exists for this profile to be developed from the viewpoint of
the subordinate, the one who after all is most directly and
immediately affected by the quality of supervision.

Such a profile is needed to expose current and future Air Force




supervisors to the views of subordinates on good and bad supervisory
qualities, This exposure is important so that supervisors can better
understand and perhaps emulate the good qualities and avoid the bad

qualities.

Objectives

The primary objective of this research effort is as follows.

1. To develop a normative profile of the high quality supervisor.
In support of the primary objective of this thesis are the following
secondary objectives.

2. To develop a description of a high quality supervisor and a
low quality supervisor based on data gathered from a search
of the current literature.

3. To develop a description of a high quality supervisor and a
low quality supervisor based on data gathered from inputs
provided by Air Force employees.

4. To contrast and compare the various descriptions to identify
any significant differences in perception and opinion con-
cerning the quality of supervision.

5. To personally explore and to learn more about the supervisory
attributes and actions which influence subordinate perceptions
concerning supervisory quality and thus become a better super-
visor. Additiorally, to gain further research experience in
future staff study assignments.

Scope and Limitations ¥

This research effort involves an investigation into the actions and {
attributes that differentiate between high quality and low quality |
supervision. In the introduction to this thesis, it was pointed out

that while the actual quality of supervision being provided to an orga-

nization is important, the perception of the individual worker con-

cerning the quality of supervision being provided to an organization is
11
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equally important and may be different. Because of this latter recog-
nition, the actions and attributes of the supervisor are defined and
analyzed in this thesis solely from the perspective of the subordinate.

The original data for this research effort were obtained from
employees of the United States Air Force. Therefore, the perspective
used in this research effort is mainly that of an Air Force subordinate.
Additionally, the actions and attributes being studied in this effort
pertain directly to an Air Force supervisor. Perhaps the terms "Air
Force subordinate" and "Air Force supervisor" should be further
clarified. These terms refer to all employees of the U. S. Air Force,
both military and civilian.

The distinction as to whether the supervisor or the subordinate is
military or civilian is relatively unimportant. A previous study by
Daugavietis and Harris included the views of both military and civilian
Air Force subordinates concerning the attributes and actions of both
military and civilian Air Force supervisors. This study concluded that
a substantive difference did not exist in the appraisals of either the
military or civilian subordinates relating to either the military or the
civilian supervisor.

This thesis effort was limited to two quarters which placed a time
and travel limitation on the literature search. Because of these limit-
ations, the literature search concentrated on sources which were readily
available in the Dayton, Ohio area. Included in the literature sources
were previous AFIT theses which are locally filed. Other resources were
collected and used as explained further in Chapter II which addresses

methodology and data gathering.

12
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Assumptions

The following assumptions underlie this research effort. [

1. It was assumed that the respondents provided original expres-
sions regarding the actions and attributes which differ-
entiated between high quality and low quality supervision.

It was assumed that the respondents provided true and honest
opinions as opposed to reprojecting frequently used cliches.

2. It was assumed that a strong correlation exists between what
a subordinate perceives as being a high quality or low quality
supervisor, and what the organizational hierarchy actually
measures as being a high quality or low quality supervisor.

3. The sample of Air Force Institute of Technology students in the
Systems Management MS program and other civilian and military

; personnel stationed at Wright-Patterson AFB, Ohio provided 4
3 a representative cross-section of Air Force opinion.

B

¢

% Organization of the Study ' 1
5 The presentation of this research effort is arranged into nine :
; chapters. The first chapter of this presentation is an introductory

L ' chapter. This chapter provides the relevant background information on
the problem that is addressed in this thesis, as well as a statement of
this problem. Within this chapter are the objectives, or goals, of this '

research effort. The primary objective, which is listed in this

MOy

chapter, is to provide a solution to the stated problem. Pertinent

; definitions together with the scope, limitations, and assumptions of

this thesis are also included in this chapter. Chapter I is concluded

with a presentation of the organization of the reporting of this study.
In Chapter II, the research methodology used in this research

i effort is presented. This presentation begins with a detailed descrip-

tion of the sources from which the data used in this effort were

collected.

This description includes the various libraries where the

13
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literature searches were accomplished, and describes the sources and
collection of the raw data used for this thesis. Chapter II then
explains the manner in which the data were treated. This explanation
includes classification of the data into categories along with the
analysis applied to the data. Chapter II concludes with an explanation
of the method of presentation of the findings and conclusions of this
thesis.

Chapter III through Chapter VI present 3upervisory descriptions
based on the input data. Chapter III and Chapter IV present supervisory
descriptions based on the data gathered from the literature search.
Chapter III presents a description of the high quality supervisor,
Chapter IV presents a description of the low quality supervisor. Chapter
V and Chapter VI present supervisory descriptions based on the data

gathered from Air Force employees. Chapter V presents a description of

" the high quality supervisor, Chapter VI presents a description of the

low quality supervisor.

Chapter VII presents the results of the comparative analyses which
are accomplished on the input data. Comparative analyses are accom-
plished between the respective supervisory descriptiors derived from the
two primary sources of input data, and between the composite descriptions
of the high and low quality supervisor.

Chapter VIII presents a normative profile of the high quality super-
visor which is based on the findings of this research effort. Chapter IX
reports the summary, conclusions, and recommendations.

This concludes the discussion of the introductory material to this

research effort. The next chapter, Research Methodology, discusses the

method by which the objectives of this thesis are fulfilled.
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ITI. RESEARCH METHODOLOGY

This research was initiated and conducted under the direction of
Dr. Raymond H. Klug, Professor of Management, Department of Systems
Management, Air Force Institute of Technology. The research methodology
was designed to fulfill the research objectives as stated in Chapter I.
The research was performed in three stages: data collection, data
treatment, and presentation of the findings. In this chapter, each

stage of the research methodology is discussed in turn.

Data Collection

The data were gathered from three principal sources. These sources
included a search of the currently available literature, primary data
gathered from approximately 325 present and former students of the Air
Force Institute of Technology, ranging in rank from Second Lieutenant
to Colonel, and raw data gathered via approximately 210 interviews con-
ducted by George Daugavietis and Ronald S. Harris for their thesis
entitled "A Study of Characteristics in the Supervision of Scientific

and Engineering Personnel' (Ref 13).

Literature Search: Five libraries in the Dayton, Ohio area were

used for the literature search phase of this research effort. These
libraries were the AFIT School of Engineering Library, the AFIT School
of Systems and Logistics Library, the Wright State University Library,
the Montgomery County Public Library, and the personal library of Dr.
Raymond H. Klug.

The majorlportion of the literature search was conducted in the Air

Force Institute of Technology School of Engineering Library. This 1li-

brary proved to be an excellent source of relevant literature and
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yielded much pertinent information. Additionally, a review of the
Business Periodicals Index, which is contained in this library, from
1960 to present yielded numerous relevant articles from periodicals.

The Business Periodicals Index proved to be the most useful of the
indices available in the AFIT School of Engineering Library. Additional
indices which were reviewed and found to be of limited utility to this
research effort were: The Government Reports Annual Index, the Social
Sciences Index, the Wall Street Journal Index, the New York Times Index,
the Air University Library Index to Military Periodicals, and the
Reader's Guide to Periodical Literature. However, the AFIT Student
Thesis Index provided excellent source material used in this research
effort. The source data which were located and used as a result of the
review of these indices are documented in the bibliography to this
study.

A search of the Air University Abstracts of Research Reports
revealed several relevant theses and research studies prepared by
students of the Air Command and Staff College, Air War College, and
other Air University institutions. These studies were obtained through
the AFIT School of Engineering Library on an inter-library loan from the
Headquarters Air University Library at Maxwell Air Force Base, Alabama.
The studies which were located and used as a result of this search are
documented in the bibliography to this study.

A bibliographic search was accompliahed through the Defense Documen-
tation Center, Cameron Station, Alexandria, Virginia. This search pro-
vided relevant studies which were used and are documented in this

thesis. A bibliographic search was also accomplished through the

16




AT SR s DR T W

e

I

e

Defense Logistics Studies Information Exchange, United States Army
Logistics Management Cehter, Fort.Lee, Virginia. This search did not
reveal any studies which were relevant to this thesis.

The personal library of Dr. Raymond H. Klug also proved to be an
invaluable source of information for this research effort. This library
contains an extensive and comprehensive collection of publications per-
taining to the field of management and supervision. This library also
contains copies of past theses, term papers, and research papers com
pleted by students and faculty members assigned to the Department of
Systems Management, School of Engineering, Air Force Institute of
Technology. Additionally, Dr. Klug maintains collected copies of
numerous articles from current and past periodicals in this library.

The AFIT School of Systems and Logistics Library, the Wright State
University Library, and the Montgomery County Public Library provided
additional sources of pertinent information. The sources obtained from
these libraries are identified in the bibliography to this thesis.

Student Inputs® AFIT students in the graduate level Behavioral

Science Course (SM 6.46) taught by Dr. Raymond H. Klug, Professor,
Department of Systems Management, have provided another source of data
for this research effort. The data provided by the students consisted
of individual first-hand experiential views and judgements regarding the
attributes and actions of high quality and low quality supervisors.
These expressions were submitted via a ‘paper entitled "My Best Boss - My

Worst Boss."

In this paper, the students were asked to list the charac-
teristics and actions of their best boss and worst boss. The individual

student inputs for each class were summarized in a workshop as a special

17
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Project. The approximately 325 student inputs form one primary source
of data base for this research effort. These student inputs are main-
tained in the personal library of Dr. Klug.

Interviews: As a part of the research effort for the thesis
entitled "A Study of Characteristics in the Supervision of Scientific
and Engineering Personnel' (Ref 13), George Daugavietis and Ronald S.
Harris conducted personal interviews with 211 people employed at Wright-
Patterson Air Force Base, Ohio. The people interviewea were from
scientific and engineering fields as well as non-technical fields. Addi-
tionally, the people interviewed were civilian as well as military
employees of the Air Force. These interviews provided a second source
of primary data for analysis in this research effort.

Two questions were asked in the interview which directly pertain to
this research effort. These questions were as follows.

"Question 1: In your experience as a (n) (job title) , what have
been examples of good supervision?

Question 2: In your experience as a (n) (job title) , what have
been examples of inadequate supervision?" (Ref 13:20).

The purpose of these questions, according to Daugavietis and Harris,
was to '"'enable the interviewee to relate and draw from past experiences
any examples of both good and inadequate supervision' (Ref 13:21). The
supervisors described in answer to these questions by the interviewees
were both civilian and military supervisors.

Daugavietis and Harris made a transcript of each of the interviews.
These transcripts are preserved in the personal library of Dr. Raymond H.

Klug and were reused in this study.

18

e




e

g e
>

WA

°

£p TR T ERE TN

L TORY g W

Data Treatment

The data collected for this research effort came from two main

sources. The first source of data was the literature search. The data

collected from this search were either the representation of the opinion
of a specific author, or a condensation of a survey or a group of sur-
veys which measured the attitudes and opinions of subordinates. For the
most part, these data were slanted toward civilian organizations.

The second source of data consisted of inputs from Air Force em-
ployees. Thesedata resulted from the AFIT student inputs, and from the
interviews with Air Force employees at Wright-Patterson AFB, Ohio which
were conducted by Daugavietis and Harris. The data from this source
represent the views of an Air Force employee toward an Air Force super-
visor.

In this thesis, the data from each source were initially treated
separately. After the data from each source were treated individually,
the data were combined and treated collectively. An explanation of the

data treatment follows.

Literature Search Data: The first step in the treatment of the data

from the literature search consisted of classifying the data into two

categories. One category contained the data that were attributed to the
high quality supervisor. The other category contained the data that
were attributed to the low quality supervisor.

The second step in the treatment of the data from the literature
search consisted of a further classification of the data. The data in
each of the two categories were classified into the following subcate-
gories.

1. Supervisory attributes and actions pertaining to the super-
visor-subordinate relationship. The data which were placed
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into this subcategory characterize the manner in which the
supervisor relates to and interacts with subordinates.

2. Supervisory attributes and actions pertaining to the super-
visor-superior relationship. The data which were placed into
this subcategory characterize the manner in which the super-
visor relates to and interacts with the superiors in the
organizational hierarchy.

3. Personal qualities of the supervisor. The data in this sub-
category represent the personal qualities that are identified
with the high quality or the low quality supervisor. These
qualities generally impact both the supervisor-subordinate
relationship and the supervisor-superior relationship as well
as the manner in which the supervisor performs a job.

4, Job performance of the supervisor. The data in this subcate-
gory represent the manner in which the supervisor performs
the assigned tasks along with the amount and depth of job
knowledge that the supervisor possesses.

The outcome of the classification of the data into the subcate~
gories listed above was the development of a description of the high
quality supervisor and a description of the low quality supervisor based
on the data obtained from the literature search and in terms of both

actions and attributes associated.

Air Force Input Data: The first step in the treatment of the data

from the Air Force inputs consisted of classifying the data into two
categories. One category contained the data that were attributed to the
high quality supervisor. The other category contained the data that
were attributed to the low quality supervisor.

The second step in the treatment of the data from the literature
search consisted of a further classification of the data. The data in
each of the two categories were classified into the following subcate-
gories.

1. Supervisory attributes and actions pertaining to the super-
visor-subordinate relationship.

2., Supervisory attributes and actions pertaining to the

20
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supervisor-superior relationship.
3. Personal qualities of the supervisor.

4., Job performance of the supervisor.

These subcategories agree with the classification system as ex-
plained more fully in the preceeding section regarding the literature

search.

The outcome of the classification of the data into the subcate-

gories listed above was the development of a description of the kigh

[ quality supervisor and a description of the low quality supervisor.
These descriptions are based on the data obtained from the AFIT student
inputs, and from the interviews conducted by Daugavietis and Harris.

Comparative Analyses: In the next step of the data treatment, com-

parative analyses were accomplished between the descriptions based on
each source of data. In the first comparative analysis, the two high

quality supervisory descriptions were contrasted and compared. In the

second comparative analysis, the two low quality supervisory descriptions
, were contrasted and compared. The purpose of these comparative analyses
|

i was to determine if significant differences exist between the subor-

dinate views and perceptions presented by the literature, and by the

s

g Air Force employees.

A final comparative analysis was accomplished between composite

i e LU SIS SN,

descriptions of the low quality and high quality supervisors. The com-

posite descriptions were derived by combining the concepts presented by
| the data gathered from each source. The purpose of this comparative
analysis was to ascertain the similarities and differences between the

concepts presented by each composite description.

Composite Descriptions: The composite description of the low {
21 i




r'y quality supervisor was developed primarily for the final comparative
analysis, and thus, is not presented as a separate description in this

thesis. The composite description of the high quality supervisor is

i

developed into the normative profile of the high quality supervisor.

i~

To transform the composite description into the normative profile,
p the central concepts contained in each source of data were extracted and
consolidated. These central concepts were then classified into the
following categories.

1. Personal Attributes. This category contains the elements of

the normative profile which pertain to the personal attributes
of the high quality supervisor.

ey =

w
N
.

Personal Awareness. The elements in this category describe the
knowledge and mental abilities possessed by this person.

St

3. Human Relations. This category contains the elements of the
normative profile that describe the mamner in which this super-
visor interacts with and relates to others.

4., Organizational Performance. The elements contained in this
category describe the manner in which this supervisor discharges
g the duty of the supervisor to the organization.

eco A ATyl SCRET O

5. Supervisory Style. The elements of the profile contained in
! this category pertain to the supervisory style used by this
§ supervisor.

6. Departmental Operation. This category contains the elements
that describe the manner in which this supervisor discharges
the supervisory duties associated with the operation of the
department.

These categories differ from the subcategories used in the treat-

I ment of the data from the individual sources. The primary purpose of
the subcategories used in the treatment of the data from individual
sources, was to facilitate the analysis of the large amount of input
data. These subcategories provided a convenient classification scheme

for the analysis. Once the central concepts were extracted and used to

formulate the normative profile, a new classification scheme was
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developed to provide for the reader, a more convenient organization of the

elements of the profile.

Presentation of the Findings

The findings of this research effort are presented in the text of
the next six chapters as explained in this chapter and identified in the
table of contents. The primary thrust of this research effort is the
development of a normative profile of the high quality supervisor. This
profile, which is presented in Chapter VIII, is formatted as a handout
which can be extracted from this thesis and used as a future reference
by both students and practitioners of supervision.

This concludes the discussion of the methodology used in this
research effort. The next four chapters present the supervisory descrip-
tions based on the input data. This presentation begins in Chapter III
with the description of the high quality supervisor, based on the data

gathered from the literature search.
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III. RESEARCH FINDINGS :

HIGH QUALITY SUPERVISOR - LITERATURE SEARCH

This chapter presents findings developed from the data which were

gathered from the literature search, and which pertain to the high

e

quality supervisor. The various sources of data used in the literature

search are discussed in Chapter II, Research Methodology.

The majority of the literature reviewed during the literature
search was slanted toward civilian organizations. The data gathered
from this review were either based on the experiences and opinions of a
specific author, or were based on the results of various surveys which
were conducted in civilian organizations. Therefore, the profile devel-
oped in this chapter presents the view of the civilian subordinate con-
cerning the attributes and actions of the high quality civilian super-
visor in the private sector.

: As was discussed in Chapter II, the data gathered from the liter-

: ature search were first classified into two categories. The first

| category contained the data which were attributed to the high quality

S ' supervisor; the second category contained the data which were attributed
L . to the low quality supervisor. It should be recognized that these two
categories are chosen for the convenience of presentation and represent

relative, rather than absolute terms. These categories are used simply

< for the sake of sharing opposing opinion throughout this thesis.
The data which were classified into the category representing the
high quality supervisor formed the basis of the description presented in

this chapter. These data were further classified into the following cate-

gories.
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1. Supervisory attributes and actions pertaining to the super-
visor-subordinate relationship.

2, Supervisory attributes and actions pertaining to the super-
visor-superior relationship.

3. Personal qualities of the supervisor.

4. Job performance of the supervisor.

The literature search provided an abundance of raw data. For the
convenience of the reader, these raw data are condensed and listed in
Appendix A. This is done to reduce the volume of this chapter, and to
improve the readability of this chapter. In condensing the data, the
central ideas which were conveyed by the raw data were preserved, while
the number of data elements were reduced. Additionally, after the raw
data were reduced, the data in each subcategory were further classified
into common groupings. The purpose for this was to facilitate the
analysis which is presented in this chapter.

An abundance of data were provided by this literature search. Thus,
the description presented in this chapter tends to normalize the super-
visor who is at the upper end on the spectrum of quality. It must be
realized that this person does not exist. It must also be realized that
this profile is generalized. Specific data elements may not apply to
every high quality supervisor or under all circumstances. The following
presents:the description of the high quality supervisor based on the

findings derived from the literature search.

Supervisor - Subordinate Relationship

The following narrative describes the attributes and actions that

characterize the manner in which the high quality supervisor interacts




with and relates to subordinates from the perception of the subordinate.
The data upon which this narrative is based are listed in Appendix A.
The data presented in the Appendix are categorized into the following
groupings.
1. Supervisory Style
2. Role in Setting Goals for Subordinates
3. Freedom for Subordinates on the Job
4, 1Influence on the Productivity of Subordinates
5. Style Used in Reward and Punishment
6. Role in the Development of Subordinates
7. Personal Interest in Subordinates
8. Treatment of Subordinates
9. Personal Relationship Developed with Subordinates
10. Flow of Communications with Subordinates
11. Interaction with the Union
The discussion presented in the following narrative begins with a
description of the supervisory style employed by the high quality super-
visor. |
According to the data collected from this research effort, the high
quality supervisor employs the participative sytle of management. This
supervisor realizes.that subérdinates have a desire to participate in
the planning and decision making which affect their work. This super-
visor also realizes that subordinates believe that they have valuable
ideas and opinions. Therefore, the high quality supervisor incorporates

the practice of soliciting and utilizing employee inputs into a super-

visory style.

e A T R ——




Py

R ¥ T SEWIENS

s

The high quality supervisor provides the subordinate with flexibil-
ity and freedom to do the job. Perhaps it is because this supervisor
has confidence in the ability and judgement of subordinates, that each
subordinate is allowed to accomplish the assigned tasks in the manner
that is believed to be best (Ref 17:207). Of course, the freedom is
provided as long as the subordinate stays within the established guide-
lines. As well as providing the necessary freedom to do the job, the
high quality supervisor provides each subordinate with the necessary
authority to do the job.

While providing subordinates with freedom to do the job, this
supervisor maintains some control over the direction of the efforts of
subordinates. This supervisor does this by providing overall goals,
policies, procedures, and priorities for the subordinates, and by in-
suring that these are worthwhile, challenging, and attainable (Ref 2:
109).

The high quality supervisor is interested in achieving maximum pro-
ductivity from each subordinate. This supervisor works toward achieving
this goal by removing the barriers to the productivity of subordinates.
First,‘this supervisor insures that a safe working environment exists
for subordinates. This is one of the primary responsibilities of the
supervisor to the subordinate. Next, the supervisor insures that the
proper subordinate is placed in the proper job, and that each worker is
trained in the most efficient method of doing the job. Finally, this
supervisor strives to insure that the particular attitudes of subordi-
nates, which often act as barriers to productivity, are removed. This

supervisor provides each subordinate with a combination of routine and
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publically praise and give credit to a subordinate for good performance.

challenging jobs and thus, helps to alleviate boredom. This supervisor
instills within each subordinate a sense of importance for the job by
showing each subordinate the manner in which each individual effort con- 1
tributes to the overall success of the organization. This supervisor
also promotes employee pride in the product of the organization. Through
the removal of these barriers, the high quality supervisor facilitates
maximum productivity of subordinates.

As the data gathered from the literature search indicates, the
style used in rewarding and punishing by the high quality supervisor has

won the approval of subordinates. This supervisor does not hesitate to

When a subordinate sustains good performance, this supervisor does not
hesitate to reward the subordinate through performance reports, pay

raises, or promotions. Conversely, this supervisor does not hesitate to 3
criticize poor performance. The criticism is always administered in

private to preserve the dignity of the subordinate. For sustained poor 1

performance, this supervisor does not hesitate to fire the subordinate. '
Perhaps the reason for the success of this supervisor in this area !

is that this supervisor sets good performance standardé. These standards

are reasonable and fair to each subordinate, yet cause each subordinate

to stretch personal abilities to reach the standards. Once the standards

are set, this supervisor does not change the standards unless a just

cause exists., Additionally, all subordinates are judged against the

same set of standards, and are informed of their personal status in

relationship to each of the standards. Through this feedback, each

subordinate is aware of personal deficiencies and strengths. Each
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subordinate is also able to determine what has to be done to improve
ratings and achieve a better performance.

The high quality supervisor assumes an active role in the training
and development of subordinates. The first priority of this supervisor
in this area, is to insure that each subordinate is able to produce
quality work. Thus, this supervisor insures the proficiency of each
subordinate by providing thorough training. The high quality supervisor
does not end personal participation in the development of employees with
training the employee to do the job, but rather continues the develop-
ment of the employee. This supervisor continues by training employees
for advancement, and for the acceptance of greater responsibilities. It
is because this supervisor is sufficiently interested in each subordinate,
that the advancement of subordinates is supported, whether the advance-
ment takes place within or outside of the organization.

The personal 1pterest taken in each subordinate by the high quality
supervisor is the result of a genuine concern for the well-being of each
subordinate. To enhance this interest in subordinates, this supervisor
makes a point to talk to each subordinate on a personal basis. During
these conversations, subordinates are encouraged to discuss personal
matters rather than job-related matters. Through these conversations,
and through the personal relationship that evolves from these conversa-
tions, this supervisor develops a better understanding of the personal
problems of subordinates. This supervisor also develops the ability to
view the problem from the perspective of the subordinate. This super-

visor makes the subordinate aware of the personal willingness to help

solve the problem in any feasible manner. However, this supervisor




stresses that personal involvement will result only if specifically
asked to help, or if the problem interfereswith the work of the subor-
dinate. Additionally, through this personal interest, this supervisor
has the ability to determine if subordinates are experiencing problems
by studying the actions and mannerisms of the subordinates. If signs of
problems are observed, this supervisor takes the appropriate action to
determine, and correct the cause of the problem.

The high quality supervisor treats subordinates with respect and
dignity. This supervisor exhibits respect for each subordinate as a pro-
fessional through a heavy reliance on the professional ability, judge-
ment, and opinion of each subordinate. This supervisor demonstrates
respect for personal feelings by always considering the feelings and
probable reactions of subordinates when making a decision through the
weighing of these factors along with the other inputs to the decision
process. This supervisor also shows respect for the individuality of
each subordinate. This supervisor realizes that each subordinate is
unique, and thus must be approached and motivated in a different manner.
The super?isory style used by this supervisor is adjusted to compensate
for the individuality of the subordinates. In addition, this supervisor
is fair and consistent in‘the treatment of subordinates. This super-
visor emphasizes that subordinates work with, and not for the supervisor.
The high quality supervisor also makes a genuine effort to develop a per-
sonal relationship with each employee. Through this relationship, the
high quality supervisor knows each worker as an individual, both on and
off the job (Ref 16:41). This relationship helps to d?velop a mutual
respect and confidence between this supervisor and the subordinate.

Also, the high quality supervisor becomes someone who the worker can
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approach to share confidences. However, the high quality supervisor has
the wisdom to maintain the proper emotional distance from each subordi-
nate as necessary to maintain objectivity (Ref 18:8).

According to the data gathered from the literature search, the high
quality supervisor maintains open communications with subordinates.

This supervisor is open and honest, and keeps subordinates fully informed.

Additionally, this supervisor provides information as far in advance as
possible of decisions or changes that may affect the subordinates. This

supervisor not only provides information downward, but willingly invites

2

and considers ideas and suggestions upward from subordinates. The high
quality supervisor is a good listener. This listening ability is one of 1

the distinguishing communicative skills that attend the high quality L

B

supervisor. Additionally, the high quality supervisor provides feedback
to, and solicits feedback from subordinates in order to ensure that each

person ful}y understands what the other person was trying to communicate.

e i

Approximately 25 percent of the supervisors are faced with having

to supervise unionized subordinates. 1In this circumstance, the high {

quality supervisor fully accepts the labor unioa because this supervisor
realizes its importance (Ref 1:206). Because of this realization, che
high quality supervisor makes a conscious effort to abide by the con-
fines of the current contract. This supervisor adheres to and admin-
isters the contract not becauée of the penal aspects associated with the
failure to administer the contract, but out of a genuine understanding
of the role of the union contract, and the role of the union within the

organization.
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SUPERVISOR - SUPERIOR RELATIONSHIP

A supervisor enters into many relationships while on the job. One
of these relationships, the supervisor-subordinate relationship, was
described in the preceeding section. Another of these relationships the
supervisor-superior relationship, is described in this section. The data
gathered from the literature search which supports this description are
listed in Appendix A. The data contained in the appended list are cate-
gorized into the following groupings.

1. Interface Between Subordinates and Superiors.

2. Organizational Performance.

3. Personal Relationship with Superiors.

The following describes the attributes and actions that characterize
the manner in which the high quality supervisor interacts with and
relates to superiors in the organizational hierarchy, from the viewpoint
of the subordinate. The following discussion begins with a description
of the manner in which the supervisor acts as an interface between sub-~
ordinates and those in the higher levels of the organizational hierarchy.

The high quality supervisor is the primary interface between sub-
ordinates and superiors. As the primary interface, this supervisor pro-
vides the primary channel for both downward and upward communications
between superiors and subordinates. As far as downward communications
are concerned, this supervisor insures that policies and procedures
intended for subordinates are routed according to the chain of command.
Thus, the policies and procedures are passed through, and not around,
this supervisor. This supervisor also insures that all criticism
intended for subordinates is intercepted and absorbed personally, rather

than being passed on to subordinates. For example, "if an error is made,
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this supervisor takes the responsibility for this error and does not try
to find a scapegoat. If there are accusations or other complaints
lodged by upper management, this supervisor will absorb these personally,
rather than allow them to come to the employees'" (Ref 1:205). Perhaps

it is because this supervisor assumes the overall responsibility for the
department that this supervisor readily accepts the blame for errors
rather than passing the blame on to the subordinates.

As far as upward communications are concerned, the high quality
supervisor acts as the representative of subordinates to superiors. As
the representative of subordinates, this supervisor passes the ideas and
suggestions of subordinates to superiors, without altering the content
or context of the ideas and suggestions. Also, as the representative of
subordinates, this supervisor defends the interests of subordinates to
upper management. This supervisor accurately presents the views of sub-
ordinates concerning existing or proposed policies and procedures. Thus,
this supervisor insures that superiors are aware of the feelings of sub-
ordinates on all issues that effect the subordinate.

The high quality supervisor fully supports the organization. This
support is demonstrated through this supervisor placing mission accom-
plishment and organizational goals first. This supervisor fully
supports the position of upper management, and supports the policies and
procedures developed by upper management. This support is also demon-
strated through the assurance by this supervisor that the contribution
of the department enhances the overall mission accomplishment of the

organization. This support is due in part to this supervisor viewing

3 personal welfare as being tied to the overall welfare of the organi-
zation.
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However, this supervisor is not a puppet of upper management. This
supervisor “questions policies, procedures, and practices to determine
if they are still effective and appropriate in the current environment.
Thus, the effective supervisor ensures that policies, procedures, and
practices are relevant today" (Ref 20:20). Once the supervisor has the
final word of upper management, the policy, procedure, or practice is
conveyed to the subordinate as though it were personal.

A good personal relationship exists between the high quality super-
visor and the superiors in the organization. Through this personal
relationship, a mutual confidence has developed between the supervisor
and the superiors. This supervisor is confident of the support of upper
management for personal actions, and for the actions of the department.
This supervisor is also confident that upper management respects personal
opinions and is influenced by personal inputs. Likewise, upper manage-
ment is confident of the support of this supervisor. It is because this
supervisor accepts the position as a subordinate in relation to supe-
riors, and thus accepts the authority of upper management, that upper

management has confidence in the support of this supervisor.

Personal Qualities

One of the factors which probably has the greatest effect on the
relationships that are entered into between the supervisor and others in
the organization, i1s the personal qualities of the supervisor. This
section discusses these qualities of the high quality supervisor from
the perceptions of subordinates. The data upon which this discussion is
based are listed in Appendix A and are categorized into the following

groupings.
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1. Managerial Ability

2. Decision Making Ability

3. Problem Handling Ability

4. Communicative Ability

5. Human Relations Ability

6. Mental Ability

7. Maturity

8. Inner Drive

9. Integrity
The following narrative description begins with a discussion of the
managerial ability of the high quality supervisor.

The high quality supervisor is viewed as being a highly competent
manager. This type of supervisor is able to accqulish the managerial
functions of planning, directing, controlling, and organizing in an
effective manner. Furthermore, this type of supervisor is a dynamic
manager who does not tolerate standstill situations (Ref 21:25). This
person adapts well to any type of situation and has the ability to bring
order out of chaos (Ref 22:9). This type of supervisor is also willing
to take risks and try new approaches in an effort to improve perfcrmance
and reduce costs.

The highly rated supervisor also has the ability and the courage to
face and make difficult decisions. This type of supervisor first gathers
the necessary information that is relevant to the decision. Then, through
sound logic and applied judgement, analyzes the information and makes

the decision. Once the decision is made, this supervisor has confidence

in the decision, and thus sticks with the decision. Furthermore, when a
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decision is needed, this supervisor rarely procrastinates.

As well as being a good decision maker, the high quality supervisor
is a good problem solver. This type of supervisor has the necessary
perception to detect when something is wrong. Upon becoming convinced
that a problem exists, this supervisor does not hesitate to address the
problem. This supervisor then works toward a solution 'with good judge-
ment, understanding, and openness. This supervisor focuses on solving
the problem rather than placing the blame' (Ref 2:109). This supervisor
also concentrates on determining the true cause of the problem rather
than treating the symptoms of the problem. As was stated earlier in the
description of the high quality supervisor, if the cause of the problem
is determined to be in the department, this supervisor accepts full
responsibility.

The high quality supervisor is skilled in communicating with people
at all levels within the organization. This type of person is highly
effective in all forms of communications including speaking, writing,
and listening. According to the data reviewed for this thesis, the
ability to listen appears to be the most important communicative skill
that a supervisor can possess. According to one source, the high
quality supervisor '"listens to people. This supervisor listens atten-
tively to everyone and valués what they have to say" (Ref 23:4). When
writing or speaking, the high quality supervisor has the ability to
convey the message clearly and concisely in a tactful and courteous
manner.

The high quality supervisor has a well developed human relations

abi1lity. The cornerstone of this ability is the genuine concern that
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this supervisor has for others. This supervisor is concerned that
others are treated fairly, and thus applies the Golden Rule in dealing
with others. This supervisor is honest with others, and is also
unbiased, unprejudiced, and impartial toward others. This supervisor
respects the views and beliefs that other people hold, rarely denying
anyone of the right to hold their views. This supervisor has empathy
for others, and therefore, is able to view situations from the perspec-
tive of the other person. Thus, this supervisor is able both to under-
stand, and to show sympathy for the problems that others are experi-
encing. Others recognize this empathy, and so do not hesitate to
approach this supervisor to discuss personal problems or to share confi-
dences. This supervisor is also able to focus on the good points, and
overlook the bad points of others.

The high quality supervisor is intelligent. The personal knowledge
of this supervisor encompasses many areas including job related areas as
well as outside interests. This supervisor is creative, having the
ability to think of new and innovative solutions and‘approaches to
solving problems and accomplishing tasks. This supervisor is perceptive.
This supervisor has the ability to fully comprehend any situation
encountered. This supervisor is also open minded and objective. This
supervisor is willing to accept any view or idea, regardless of whether
the view or idea goes against personal views, and weigh its relative
merits. This supervisor does not let any personal preconceived ideas
influence thinking. : %

The high quality supervisor is emotionally mature. This maturity
is apparent through the emotional stability that this supervisor

displays. This supervisor remains calm, even in a crisis. When a
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crisis occurs, this supervisor does not loose control, rather, this
supervisor remains patient. This supervisor is confident in personal
abilities and personal position. There is no worry of loosing the
position as supervisor. Because of this confidence, and because of the
maturity, this supervisor willingly accepts the blame and responsibility
for mistakes. This supervisor also has a keen sense of humor, and is
able to laugh at personal predicaments. In summation, this supervisor
N . has a healthy perspective on people and on life.

Another attribute of the high quality supervisor is a strong inner

R

drive. This supervisor is dynamic, energetic, enthusiastic, ambitious,

i

and competitive. This supervisor is highly motivated and is a self-

5

starter. This person is not afraid to take the initiative in getting a

@ e

needed project off the ground. The high quality supervisor has a posi-

s
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tive attitude, and develops this attitude throughout the department.
Additionally, this supervisor strives for upward progression in the orga-
nizational hierarchy. This person is not satisfied with spending the
remainder of a career in the same supervisory position.

’ This high quality supervisor also possesses a high degree of moral
integrity. This type of supervisor is sincere and honest, and is the
type of person who is dependable in keeping a personal promise (Ref
25:45). Because of these attributes, others believe in and trust this

% type of supervisor.

; Job Performance of the Supervisor

The last area to be discussed is the job performance of the high

quality supervisor.

Within this section, the depth and amount of job
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knowledge that this supervisor possesses, along with the manner in which
this supervisor performs the assigned tasks is described. The data upon
which this discussion is based are listed in Appendix A, and are catego-
rized into the following categories.

1. Knowledge Associated with the Job

2. Performance of the Job
The following narrative description begins with a discussion of the
amount and depth of job knowledge that this supervisor possesses.

The high quality supervisor has an excellent knowledge of the re-
sponsibilities of the supervisory position, and of the duties that the
department is required to perform. This supervisor is fully aware of
the rules and policies of the organization, as well as the limits placed
on the supervisory authority by the organization. Furthermore, this
supervisor is aware of the manner in which the department fits in with
thé entire organization. Thus, this supervisor is cognizant of the
manner in which the actions of the department affect the organization as
a whole. Additionally, this supervisor possesses the natural curiosity
to continually update job knowledge.

The high quality supervisor has a genuine interest in work. This
person is willing to tackle any type of job, regardless of the difficulty
or lack of reward. Once the job is accepted, this supervisor conscien-
tiously strives to meet ﬁll applicable deadlines.

This supervisor runs an efficient department. The high quality
supervisor keeps the exiéting equipment in good working order, and is
constantly on the lookout for new equipment which will improve the effi-
ciency, increase the productivity, or enhance the quality of the output

of the department. This supervisor makes a conscientious effort to keep
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current on day-to-day chores, and insures that all work is prbgressing
according to schedule. Furthermore, the high quality supervisor keeps
in close contact with other departments in the organization, especially
the other departments whose output influences the work of the department.
This concludes the description of the high quality supervisor, as
based on the findings of the literature search. The following chapter,
Chapter IV, presents the description of the low quality supervisor.

This description will also be based on the findings derived from the

literature search.
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IV. RESEARCH FINDINGS:

LOW QUALITY SUPERVISOR - LITERATURE SEARCH

This chapter presents the second part of the findings derived from
the literature search. This portion of the findings pertain to the low
quality supervisor.

One trend observed during the course of the literature search was
that the majority of the articles accentuated the positive rather than
the negative. The articles seemed to concentrate on the attributes and
actions associated with the high quality supervisor, rather than with
the low quality supervisor. As a result, significantly more data were
found which applied to the high quality supervisor than to the low
quality supervisor. Therefore, the data upon which this chapter is
based are not as extensive as the data upon which the preceeding chapter
is based.

The description developed in this chapter is a contrast to the
description developed in the previous chapter, Chapter III. The de-
scription developed in Chapter III normalized the supervisor who is at
the upper end on the spectrum of quality. The description developed in
this chapter normalizes the supervisor who is at the lower end on tha
spectrum of quality.

The data upon which this profile ig based, are classified into the
following categories, and are listed in Appendix B.

1. Supervisory attributes and actions pertaining to the super-
visor-subordinate relationship.

2. Supervisory attributes and actions pertaining to the super-
visor-superior relationship.

3. Personal qualities of the supervisor.
41
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4, Job performance of the supervisor.
For the convenience of analysis, the data which were classified into
each of the categories above, were further classified into groupings
within each category. The groupings are presented in the following nar-
rative as each of the categories presented above is discussed. The
following section begins the description by discussing the relationship

between the low quality supervisor and the subordinates.

Supervisor - Subordinate Relationship

In the day-to-day activities, a supervisor enters into many rela-
tionships with people both within and outside of the organization. One
of these relationships, the supervisor-subordinate relationship, is dis-
cussed in this section. This discussion centers on the attributes and
actions that characterize the manner in which the low quality supervisor
interacts with and relates to subordinates. The perspective used ir this
discussion is that of a subordinate.

The data upén which this discussion is based are listed in Appendix
B, and are categorized into the following groupings.

1. Application of Participative Management

2. Role in Setting Goals for Subordinates

3. Freedom for Subordinate on the Job

4. Influence on the Productivity of Subordinates

5. Style Used in Reward and Punishment

6. Role in Employee Development

7. Personal Interest in Subordinates

8. Treatment of Subordinates

9. Flow of Communications with Subordinates
42
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This description begins with the supervisory style used by the low
quality supervisor.

The low quality supervisor employs the autocratic style of super-
vision. This supervisor does not believe that the ideas and opinions
of subordinates are worthwhile, and therefore, does not accept inputs
from subordinates. As far as the decision making and planning processes
are concerned, this supervisor does not allow for the participatior of
subordinates in these processes. This supervisor demonstrates the belief
that the only person qualified to make decisions or suggestions con-
cerning the department is the supervisor.

The low quality supervisor does not provide the subordinate with
the freedom or the necessary authority to do the job. This supervisor
maintains tight control by closely monitoring, and by using straight-
jacket controls over the subordinate (Ref 25:4). Essentially, these
actions indicate that the low quality supervisor does not trust the sub-
ordinate. However, while this supervisor maintain<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>