Day 1–Module 3

MAKING THE TRANSITION TO SUPERVISORY RESPONSIBILITIES

Understanding Participants’ Needs

The needs of participants for this module are often based on past experience—good or bad. This is a great place to refer to participants’ flip-chart list of “why” they are attending the training. This list should give you insight into their reasons for being there, so you will want to continually point out when, where, and how they are getting answers to their issues and reasons for attending.

From their list you can segue into the objectives of module 3.


General Ideas

New supervisors often struggle with making the transition into their new responsibilities. Often they are supervising people who knew them before they became supervisors and have seen them behave in ways that may be contradictory to their new responsibilities. You should address these issues because it also means that they have a credibility issue with past peers and may not know how to manage the stress that this may cause.

Transition

In this module we will look at some of the obstacles and guidelines for making the transition into supervision . . . Reference WB Page 3–2

Objectives

· Help participants realize that they are not alone in the stress associated with moving from peer to supervisor.

· Facilitate participant thinking about the differences in following versus leading.

Thinking Behind the Page

Supervisors need to realize that they become supervisors by title, but true leaders don’t even need the title. 

Teaching Tips

Attempt to use examples that have been shared by participants in meet and greet (or that have come up during discussion) that expose the issues of making the transition or underscore the need for tools to better manage the transition. 

Activities

At the bottom of the page ask participants to discuss in small groups or pairs the differences between a supervisor (by title) and a leader. 

PowerPoint

· Yes

Transition

Successfully transitioning to a supervisory position indicates a need for a roadmap to get there . . . let’s start our own on the next page.

Reference WB Page 3–3

Objectives

· To introduce the idea of knowing your mission

· To help supervisors understand how missions bring clarity into the workplace

Thinking Behind the Page

New supervisors need to understand the reasons they should be behaving in a certain way . . . in other words, the mission. In addition, this is a good opportunity to talk about breaking the mission down to component pieces that are easily understood.

Activities

· Have participants share any clear, easy-to-understand missions that they are aware of. 

· Ask participants to choose one of the missions listed on page 3–3 of participants’ workbook that is closest to what they do. (It does not need to be an exact job fit.) Now ask them to break their chosen mission statement down to component pieces of what must be done. Point? You need to know your department’s mission and be able to articulate it on short notice. In addition, they may need practice in writing mission statements that are broken down into component pieces that match what people actually do.

Example: I know of a window and door manufacturing company that has their mission posted on a large sign on the shop floor. Something to the effect of, “We will produce a quality product at a profit to our shareholders, while growing our employees to their fullest potential and giving back to the community in which we operate.”

This sounds good but to someone on the shop floor, it is hard to get buy-in. The company is cutting corners and costs yet the mission says quality product so there seems to be a contradiction. If you want to talk profit . . . I only earn $8.50 an hour and I’m having a hard time taking care of my family. What do you mean by growing me to my fullest potential? I’ve been doing the same job with little change in income and much pressure to produce more with less. Oh, and giving back to the community? How about you give me my fair share first. These would all be natural thoughts for someone on the manufacturing floor if they had to look at a similar mission statement. 

Instead, it would probably be more meaningful and effective if you had a smaller vision (component of the larger corporate one) that people in the area/department could buy into. For example, “We will make quality doors with less than 1% rejection by our customers.” This is meaningful enough for my position on the floor to understand and then begin to buy into the idea. 

Ask participants to think back to their work area. First, what might the overall mission be? Second, how can they break it down to a level that each team member can understand and measure?

PowerPoint

· Yes

Transition

Let’s continue the idea of mission and vision on the next page.

Reference WB Page 3–4

Objectives

· To help participants personalize the class for their needs

· Introduce the point that the number one priority of a supervisor is to get results. Getting results must then be directly related to how we get them. 

Thinking Behind the Page

In order to maintain the adult attention span we must continually show immediate application in their work world. This page gives them a chance to begin the personalization process for each participant. 

Activities

· Have participants work with a partner on “Create a Vision.”

· Have participants work in small groups to brainstorm factors critical to being successful in meeting their vision. (Identify your critical success factors to get there.)

· Debrief the room on flip chart, capturing the common critical success factors. “A results-focused supervisor will put most energies towards his or her personal critical success factors.”     Barry Pruitt
PowerPoint

· Yes

Transition

With your personal vision in place and a list of critical success factors to get you there, let’s look at the basic supervisory guidelines starting on page 3–5.

Reference WB Pages 3–5, 3-6

Objectives

· To offer proven supervisory guidelines for participants to follow 

Thinking Behind the Page

Most new supervisors have no idea how to get started. They know what they like and dislike in the way that they’ve been managed but may not know why. This page offers six basic guidelines for them to follow.

Teaching Tips

As you discuss each guideline, offer some of your personal lessons and experiences to guide participants. Here are some ideas:

Guideline 1

Look at all the activities that are being required of you, and determine which ones are giving you your highest payoff—the most return for the least work. This is the 80/20 rule in action, and we’ll discuss it even more in module 4. 

Guideline 2

Don’t go overboard attempting to make a name with past peers—it will certainly be a “bad” one. Instead, clearly outline your expectations and stand firm to them. Peers will sometimes mistakenly expect that you will “cut them some slack” or they may mistakenly think that you believe “someone died and put you in charge.” Because of this you may need to directly address these issues with your past peers. Also, a word of advice: If you choose to continue some of your old activities with past peers remember to not be the last one to leave, don’t abuse alcohol, and don’t participate in activities that are unprofessional for a supervisor. Remember—they watch your every move! Read AU-24 Concepts for Air Force Leadership, page 61, Hobson’s Choice: Responsibility and Accountability.
Guideline 3

As you gain information, you will often be told about your team anyway. Remember that these opinions can prejudice your thinking, which is unfair to the individual and creates a climate of business and thinking as usual. Form your own opinions based on your own observations.

Guideline 4

Discovering your boss’s likes and dislikes allows you to serve in a way that’s most agreeable with your superior. Some bosses are hands-off, some hands-on, some like detail, some only want the big picture, and so forth. Knowing this allows us to correctly choose how we will manage interaction with our superior.

Guideline 5

Be loyal—this would seem straightforward. However, we all know someone that was not. Some simple sub points to be loyal are:

· Only complain “sideways” to your supervisory peer level, or “up” to your superior. You should never complain “down” to your subordinates about policy, your supervisor, etc.

· Read AU-24 Concepts for Air Force Leadership, page 99, “The rules of good followership”

Guideline 6

Do all you can to keep your superior from being “surprised” with information that you should have known or shared. Even if bad news, the sooner we share with our superiors the more options for action we have. Deliver good and bad news fast. 

For the “Six Most Common Pitfalls” discuss the issues one-by-one using your experience and participant comments.

Transition

OK, so now we have some supervisory guidelines to keep us on track. What else can help us “manage by the numbers?” Turn with me to 3-6 and I’ll show you…

Reference WB Page 3-7

Objectives

· To get participants laughing

· To break up any lecture

· To demonstrate clearly that if we give people a little direction that they will be a lot more productive

Thinking Behind the Page

In the DoD environment there is often a culture of receive a command, ask no questions, then follow the command. In non-wartime situations this leaves room for expense misunderstandings. If participants don’t ask you any questions in the assignment of this exercise and page – they probably create that same environment where they have control. This may not be the most productive environment. 

If they do ask you a question – tell them that they have enough information and to please start. Later you can ask how your comment made them feel. You will most likely get negative feedback, which gives you an opportunity to compare that feeling to their employees/subordinates feelings of them as a supervisor.

Activities

1. Have everyone put down his or her pen.

2. Tell them they will have 15 seconds to complete the activity.

3. The objective is to circle each number in order, starting with #1, moving to #2, then #3, and so on until the 15 seconds are up.

4. Start the clock.

5. After 15 seconds stop the group and poll participants to see who got the highest number. Give a prize to that person (candy, small gift, etc.). Ask: Do you know the secret? (The secret is that if you draw quadrants, the numbers fall in the quadrants in a clockwise direction.) 

6. Show the PowerPoint slide, and have each participant draw the quadrants.

7. Give them 10 seconds to try again starting with #1.

8. After 20 seconds ask if they got better? Were they more productive? Wouldn’t it have been easier the first time if I had given you a little direction? So . . . it just goes to show you how a little direction can make people more productive. 

Overheads/PowerPoint

· Yes
Transition

A little direction helps productivity. We can further increase productivity by increasing buy-in. Let’s look at how on the next page. 

Reference WB Page 3–8

Objectives

· To share basic techniques in building and maintaining employee buy-in 

Thinking Behind the Page

New supervisors need straightforward, easy-to-apply steps for gaining buy-in from their team. This page gives them five easy steps.

Teaching Tips

· Discuss each bullet, asking for their input and additional tips. 

Overheads/PowerPoint

· Yes

Transition

Just like any campaign—whether war, a musical recital, a ballgame, and so forth, we need to check our resources so we may leverage them for success. Let’s take a look at what ours are.

Reference WB Page 3–9

Objectives

· To help participants identify experience resources that they have and then match them to their expectations from the class

Thinking Behind the Page

Before moving forward into supervisory skills, we want participants to begin thinking about the resources that they can bring with them into the position.

Activities

Ask participants to write down any experiences that they’ve had that will help them as supervisors. Ask their neighbors to check and make sure that they wrote something down. Ask each group to compile the experiences from their table. Debrief and then make the point that we all bring experiences to our supervisory position that can help us. The question is, “Have we identified what those experiences are, and have we determined how they will help us?”

Next, ask participants to answer the second question, what do you expect to gain from this class? Debrief on a flip chart and use for the remainder of the class as a reference. Tape this to the wall.

Transition

Before we make the transition to our next module let’s make sure that we’ve been clear so far. Please check yourself on WB page 3–9…

Page 3–10

 Check Yourself!

1. Another troublesome challenge for managers and supervisors is not related to the employees at all. It is the difficulty of making the switch from being and thinking like a great doer to thinking like and being a great leader.

2. What are critical success factors and why are they important to your success as a supervisor? 

There will be many answers that are acceptable here. They may sound like:

Critical success factors are the absolutely critical factors necessary to reach/achieve your vision.

They are important to our success because we are forced to prioritize the critical components of our activities in order to identify and then focus on these critical success factors.

3. Name the six supervisory guidelines.

Guideline 1 - Learn Important Things First 
Guideline 2 - When you are supervising past peers or friends, start firm, even tough, but be fair.

Guideline 3 - As you gain outside information about your group, don’t ask others about the quality of your people.

Guideline 4 - Discover your boss’ likes and dislikes.

Guideline 5 - Be loyal to your superiors.

Guideline 6 - Try to eliminate surprises.
4. Discuss why you would want employee buy-in? When would you not 

    want employee buy-in? 

There will be several acceptable answers to this question. You should hear some responses like:

· You would want buy-in because it

a. Makes people feel appreciated

b. Helps broaden our thinking

c. Increases commitment

d. Reduces the time it takes to implement a project or initiative

· You might not want buy-in if you just need action and safety is at stake. Let participants share additional ideas.

Objectives of this module are to:


Become aware of the challenges in making the transition to supervisory responsibilities;


Share the guidelines of being a supervisor;


Introduce the appropriate mission statements; and


Clarify the expectations of the class regarding supervision.





Upon completion you will be able to:


Plot where you are in your supervisory transition and map future directions. 
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