SESSION 3
ROLES AND STYLES OF SUPERVISION

OVERVIEW

Session 3 begins with a discussion of the roles you play as AmeriCorps supervisors. We will
identify the different "hats"" AmeriCorps supervisors wear and acknowledge the diversity of
situations in which AmeriCorps supervisors guide and assist members with diverse
backgrounds, skills and levels of commitment. Given the different roles you play and the
diversity of the people you supervise, we will consider the factors you should take into account
in determining how to supervise an individual member and/or a team. Even though
supervisors intend to take many factors into account in our decision making and actions, we
often revert to the style of supervision which is most comfortable. We'll explore the kinds of
assumptions supervisors make in shaping supervisory decisions by discussing a series of
scenarios or mini-case studies of common supervisory situations.

We will present "situational supervision" as a way to better understand the different styles
used to supervise, direct and support members. Situational supervision is a useful model to
help supervisors make purposeful decisions about which supervisory style to adopt in a given
situation. Supervisory styles are based on two fundamental types of behaviors: directive and
supportive. Supervising members involves giving help to get the job done, but help can take
many forms. The key is to provide the right mix of direction and support based on the situation
and adapt your style to fit the needs of the situation and the member. Before the end of the
session, we will score the Situational Supervision Inventory you completed as your homework
assignment last night. The inventory illustrates preferences in how we read and react to
typical supervisory situations. There are no right or wrong answers. It will provide insights to
help you shape the development of your supervisory skills.

- OBJECTIVES

By the end of the session, you will be able to:

» Relate the different roles you perform with members in your selection of an appropriate
supervisory style (the degree of direction and support that is provided).

» Describe the concept of situational supervision and the behaviors for key styles.
» ldentify and assess factors that affect the appropriate choice of supervisory styles.

» Recognize your own preferred style of supervision and assess when it is and is not
appropriate to use.

VENUE  Home Groups.

3-1



sSioireyagd/s :OEOG«

Juaquj

* Joquiau B UYJIM Sa)eaiunuiwiod

losiAtadns e Usypi

32



Small Group Task

AmeriCorps Scenarios

The following scenarios describe some typical (and perhaps some not so typical) situations
you may encounter as an AmeriCorps supervisor. As in the Situational Supervision
questionnaire, there are no absolute right answers here, only those that best reflect your likely
responses to each situation. Please read each scenario closely, then select the alternative
that best describes how you think you would respond. Circle a, b, ¢, or d.

1 You have recently noticed a performance problem with one of the AmeriCorps
members you supervise. He seems to show a "don't care” attitude. So far, only your
constant prodding has brought about task completion. You suspect he may not
have enough expertise to complete the tasks necessary to make it a positive
experience for him, or to complete the work that needs to be done. You would...

a. Specify the steps he needs to take and the outcomes you want. Clarify the timelines

and paperwork requirements. Frequently check to see if the task is progressing as it
should.

b. Specify the steps he needs to take and the outcomes you want. Ask for his ideas and
incorporate them as appropriate. Ask him to share his feelings about this task
assignment. Frequently check to see the task is progressing as it should.

c. Do joint problem solving with him as tasks arise. Offer your help and encourage him to
use his ideas to complete the project. Ask him to share his feelings about the
assignment. Frequently check to see that the task is progressing as it should.

d. Let him know why the task is important. Ask him to outline his plan for completion and
to send you a copy. Frequently check to see that the task is progressing as it should.
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2 Your team has experienced some attrition. Performance levels have dropped.
Projects are not being completed on time and, while on-site, some group members
have started to "act out." Your boss has heard about it and is concerned. Others
members have talked about wanting to improve group performance, but they need
more knowledge and skills. You would...

a. Ask the group to develop a plan for improving performance. Be available to help them,
if asked. Ask them what training they think they need in order to improve performance
and give them the resources they need. Continue to track performance.

b. Discuss your plan for improving performance. Ask members for their input and include
their ideas in your plan, if possible. Explain the rationale for your plan. Track
performance to see how the plan is carried out.

c. Outline the specific steps you want the team to follow to address the issues. Be
specific about the time needed and the skills you want them to learn. Continue to track
performance. ‘

d. Help the team determine a plan and encourage them to be creative. Support their plan
as you continue to track performance.

3 One of your members calls you to tell you about an event at his agency he is in
charge of. He says he is feeling insecure. He is highly competent and you think that
he has the skills to successfully complete the task. The event is coming up soon.
You would...

a. Remind him how soon the event is and share your concern about it. Help him explore
alternative action steps and encourage him to use his own ideas. Frequently check
with him to lend your support.

b. Discuss with him your concerns about the closeness of the impending event. Outline
an action plan for him to follow and get his reaction to the plan. Modify the plan if
possible but make sure he follows your general outline. Frequently check with him to
see how things are going.

c. .Specify the reason it's important to do well at this event. Outline the steps you would
like him to start following and ask that they be followed. Frequently check to see how
he is progressing.

d. Ask him if there are any problems, but let him resolve the issue himself. Without
pushing him, ask him questions about the upcoming event, then request an update in
a few days.



4 Your AmeriCorps program had a successful first few months. Members have been
enthusiastic, engaged and invested in their projects. But discussions about major
cuts in funding for AmeriCorps have come to the forefront. Newspaper articles have
been highlighting debates and questioning the value of AmeriCorps. Performance
and morale have started to drop. You and your boss are concerned. In a group
meeting you would...

a. Discuss the recent political debate. Give the team specific steps you want them to
follow to improve their performance. Continue to track performance.

b. Ask them how they feel about the threats to AmeriCorps funding. Listen to their
concerns and encourage and help them explore their ideas for improving performance.
Continue to track performance.

c. Discuss the recent setbacks. Clarify the steps you want them to follow to improve
performance. Listen to their ideas and incorporate them if possible. Emphasize results.
Encourage them to keep trying. Continue to track performance.

d. Discuss the recent recision plans with the group, being careful not to pressure them.
Ask them to set a deadline to improve performance and to support each other -- and
their program -- along the way. Continue to track performance.

5 Your team is very competent and works well with little guidance from you. They
have done an outstanding job on all the projects they have been assigned so far.
Most team members have made suggestions and stepped into leadership roles very
naturally. Their enthusiasm is high because of their success. Team performance is
at an ideal level. Now you must determine some projects for the remainder of the
service year. in a group meeting, you would...

a. Praise the team's work to date. involve them in problem solving and project selection
for the duration of the service year. Encourage them to be creative and help them
explore suggestions for projects. Track the implementation of their suggestions.

b. Praise them for their efforts so far. Challenge them by announcing the projects for the
rest of the year. Outline action steps necessary to accompllsh these goals. Track the
implementation of your plan.

c. Praise them for the work on the projects so far. Ask them to offer some projects for the
rest of the year, and define the action plan needed to accomplish these projects. Be
available to contribute when asked. Track the implementation of their suggestions.

d. Praise them for the results they have achieved for the year to date. Inform them of the
projects for the remainder of their service term and outline the action steps necessary
to accomplish these goals. Solicit their ideas and suggestions and incorporate them if
possible. Track the implementation of your plan.
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Styles of Supervision

DIRECTING

Directing Supervision involves high directive or task communications
with low support or relationship behavior. Typical use would involve
managing an enthusiastic newcomer to the particular task (motivated, but
needs guidance).

A Directing style makes use of clear, assertive communication
behaviors: setting expectations, proposing, reasoning and evaluating, and
the use of incentives and pressures (sometimes implied).

A Directing Supervisor:

ldentifies problems

Sets goals and define roles

Develops an action plan té solve problems
Controls decision making

Provides specific directions

Initiates problem solving and decision making
Announces solutions and decisions

Closely supervises and evaluates work

Style Strengths and Weaknesses:




Styles of Supervision

SUPPORTING

4

Supportive Supervision involves low directive and high supportive
behavior. Typical use would involve managing a competent but insecure
member.

A Supportive style makes use of bridging or attracting
communication behaviors: involving/drawing out the other person, active
listening, disclosing, finding common ground, and visioning (attracting the
other person to a course of action).

A Supportive Supervisor:

Involves the member in identifying problems and setting goals

Lets member take the lead in defining how the task is to be done or
the problem is to be solved

Provides assurance and support, resources and ideas, if requested

Shares responsibility with member for problem solving and decision
making

Listens and facilitates problem solving and decision making by the
member

Evaluates member's work with the member

Style Strengths and Weaknesses:
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s| Styles of Supervision

I COACHING

4

Coaching Supervision involves high directive and high supportive
behavior. Typical use would involve managing an uncertain or reluctant
learner, someone who needs convincing or support along with task
guidance.

A Coaching style makes use of clear, assertive and supporting
communication behaviors.

A Coaching Supervisor:
* |dentifies problems
* Sets goals
* Recognizes and praises progress
* Explains decisions
» Solicits ideas

« Makes final decisions after hearing the member's ideas, opinions and
feelings

¢ Continues to direct work

e Evaluates work

Style Strengths and Weaknesses:




Styles of Supervision

DELEGATING

4

Delegating supervision involves low directive or task communications
with low supportive behavior. Typical use would involve managing a
competent and motivated member -- where the person (or the team)
provides much of their own support and guidance.

A Delegating style would provide only that degree of task information
and support that is appropriate, given the ability and motivation of the
member. Delegation is not abdication or "dumping" -- appropriate oversight
or monitoring is maintained so that additional guidance or help can be
provided as needed.

A Delegating Supervisor:

Jointly defines problems with member
Collaborates with member in setting goals

Lets member develop action plan and control decision making about
how, when, and with whom the problem shouid be solved or the task
done

Accepts member's decisions
Evaluates performance only periodically

Lets member take responsibility and credit

Style Strengths and Weaknesses:
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Journal Reflection

Artistic Image L —~

Session 3 - AmeriCorps Supervisory Roles & Styles

Draw a hat to represent the roles you want to play as an excellent AmeriCorps
supervisor.

3-16



Journal Reflection
Structured Reflection Questions | <O

Session 3 - AmeriCorps Supervisory Roles and Styles

Imagine you've just completed the first year of your AmeriCorps program, and your
members are graduating. Answer the following questions concerning where you would like to
be at this point in time, and how you will be after your experience with AmeriCorps.

1 In what ways have you improved yourself?

2 What new skills have you learned?

3 What changes have you made in how you supervise?

How will you work toward these now, while working with your current members?
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Journal Reflection

Hmmmmm.....Reflection Sheet

Session 3 - AmeriCorps Supervisory Roles & Styles

¥% | learned the following about being a supervisor:

% In my opinion, an effective supervisor does...

% As | see it, an ineffective supervisor does...

% As an AmeriCorps supervisor, | plan to...

3-18






Four Principles of
Effective Supervision

Be sure that you understand the overall mission or "big
picture" of AmeriCorps.

Know what role your pfoject plays in the accomplishment of
the AmeriCorps mission.

Keep in mind that you have one of the most complex
positions in AmeriCorps. You frequently deal with:

% the greatest variety of people

% the largest number of people reporting directly to you

v people who may have been peers now working under
your supervision

And, most important, remember that nothing gets done in
- your project unless you and your people do it!
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Supervisor
Responsibilities

*

%

%

* % %

Get the job done!

Be responsive to your team members and your community
partners ("You are the glue!").

Build a team -- including methods for bringing in new
members.

Develop a supportive climate within the team.

Become a "coach" to the members of ‘your team.

Develop the potential of the members of your team.

Assess the effectiveness of your team members'
performances on a regular basis.
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Delegation

Some Basic Principles

Definition

The transfer of part of your responsibility and authority to a person
working for you to completely execute a given task.

Principles

1 The member must have the skills and technical competence to
accomplish the task.

2 Dialogue with the member is essential to insure proper
understanding of the task and an appreciation of your expectations.

3 Levels of authority appropriate to the task must be given to the
member. (Avoid turning over "responsibility with no power.")

4 The member must know that you are available to address any
questions or needs for clarification s/he has.

5 Other people who are involved in the task or its product must be

informed that you have delegated specific responsibilities and
authorities to the member.

3-22



Delegation

Some Basic Principles

Rules to Remember

1 Once the task has been delegated, don't "hover." Let the member handle it.

Your role changes from "doer" to enabler, clarifier, answer person, resource provider
and/or advisor. The more you hover, the less the member feels that s/he truly has the
responsibility to do the task his or her way. The member may simply feel that s/he is
"just another pair of hands" for you. If you hover, you will still spend time making sure
that the task gets done properly (i.e YOUR WAY!) When you hover, the member will
not develop self-confidence, you will not perceive her or him as competent (because

you are still spending too much time on the task), and you will rightly be perceived as
a micro-manager.

2 Effective delegation is built on trust.

Trust builds slowly but can be destroyed quickly.

3 Effective delegation can be a great developmental tool.

The member must not perceive the delegation as one test after another. A stretch is
good, but you have to calibrate the limits of the member carefully. If s/he fails

frequently, s/he is likely to remember only the failures and avoid responsibility and
authority in the future.

4 Abdication of responsibility can occur under the guise of delegation.

This occurs when you give little task definition, unilateral directions with no dialogue,
do not make yourself available to the employee, provide no oversight, follow-up and
basically forget the task, leaving the member with virtually no support.

5 Confidence in an employee allows you to let go of a task.

But good delegation suggests that you never forget about it...only your role in the task
completion changes.
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And now, a thought based on the
Tao Te Ching...
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