SCORING SHEET 

Situational Supervision Inventory
To determine your supervisory style, follow these steps:

1
In the box below, circle the letter you selected for each situation. The column headings   represent the supervisory style you selected.
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Total Points:



2
Add up the number of circled items per column. The highest is your preferred supervisory style. Is this the style you tend to use most often?

Your supervisory style flexibility is reflected in the distribution of your answers. The more evenly distributed the numbers are between AA and  DD, the more flexible your style is. A score of 1 or 0 in any column may indicate a reluctance to use the style.

Defining the Situation
Now that you have determined your preferred supervisory style, let's explain the four styles and discuss when to use each. As mentioned, there is no best supervisory style for all situations. Instead, the effective supervisor adapts his or her style to meet the capabilities of the individual or group. Studies have shown that supervisor-employee interactions can be classified into two distinct categories: directive and supportive.

    *
Directive behavior. The supervisor focuses on directing and controlling behavior to ensure that the task gets done. The supervisor tells employees what to do and when, where, and how to do the task and oversees performance.

    *
Supportive behavior. The supervisor focuses on encouraging and motivating behavior. He or she explains things and listens to employee views, helping employees make their own decisions.

In other words, when you, as a supervisor, interact with your employees, you can be focusing on directing (getting the task done), supporting (developing relationships), or both. These definitions lead us to the question, "What style should I use and why?" The answer is that it depends on the situation. And the situation is determined by the capability of the employees. In turn, there are two distinct aspects of capability:

      *
Ability. Do the employees have the experience, education, skills, and so forth to do the task without direction from you as the supervisor?

      *
Motivation. Do the employees want to do the task? Will they perform the task without your encouragement and support?

Determining Employee Capability:
Employee capability may be measured on a continuum from low to outstanding, which you, as a supervisor, will determine. You select the one capability level that best describes the employees' ability and motivation for the specific task. These levels are as follows:
      *
Low (C-1). The employees can't do the task without detailed directions and close supervision. Employees in this category may have the ability to do the task but lack the motivation to perform without close supervision.

      *
Moderate (C-2). The employees have moderate ability and need specific direction and support to get the job done properly. The employees may be highly motivated but still need direction, support, and encouragement.

      *
 High (C-3). The employees have high ability but may lack the confidence to do the job. What they need most is support and encouragement to motivate them to get the task done.

      *
Outstanding (C-4). The employees are capable of doing the task without direction or support.

Most people perform a variety of tasks on the job. it is important to realize that their capability may vary depending on the specific task. For example, a bank teller may be a C-4 for routine transaction but a C-1 for opening new or special accounts. Employees tend to start working with a C-1 capability. needing close direction. As their ability to do the job increases you can begin to be supportive and probably stop supervising closely. As a supervisor, you must gradually develop your employees form C-1 levels to C-3 or C-4 over time.

Using the Appropriate Supervisory Style
As mentioned, the correction supervisory style depends on the situation. And the situation, in turn, is a function of employee capability. Each of the supervisory styles, discussed in greater detail below, also involves various degrees of supportive and directive behavior.

Autocratic style (S-A) involves high directive/low-supportive behavior (HD-LS) and is appropriate when interacting with low-capability employees (C-1). When interacting with employees, you, as the supervisor, give very detailed instructions, describing exactly what the task is and when, where, and how to perform it. You also closely oversee performance. The supportive style is largely absent. You make decisions with out input form the employees.

Consultative style (S-C) involves high-directive/high-supportive behavior (HD-HS) and appropriate when interacting with moderately capable employees (C-2). Here, you would give specific instructions as well as overseeing performance at all major stages through completion. At the same time, you would support the employees by explaining why the task should be performed as requested and answering their questions. You should work on relationships as you sell the benefits of completing the task your way. When making decisions, you may consult employees, but you have the final say. Once you make the decision, which can incorporate employees' ideas, you direct and oversee their performance.

Participative style (S-P) is characterized by low-directive/high-supportive behavior (LD-HS) and is appropriate when interacting with employees with high capability (C-3). When  interacting with employees, you give general directions. You should spend limited time overseeing performance, letting employees do the task their way while you focus on the end result. You should support the employees by encouraging them and building up their self-confidence. If a task needs to be done, don't tell them how to do it; ask them how they will accomplish it. Make decisions together or allow employees to make the decision subject to your limitations and approval.

 Laissez-faire style (S-L) entails low-directive/low-supportive behavior (LD-LS) and is appropriate when interacting with outstanding employees (C-4). When interacting with these employees, you should merely let them know what needs to be done. Answer their questions, but provide little, if any, directions. It is not necessary to oversee performance. These employees are highly motivated and need little, if any, support. Allow these employees to make their own decisions subject to your limitations although your approval will not be necessary.

