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FOREWCRD

The general efficiency of the Department and the
quality of the service which it renders tc the public are
dependent tc¢ a great extent .upon good supervision of staff,

- Following your appointment toc & position above
basic grade you will socner or later be required to supsrvise
the work of other people, At all times your own efficiency
will determine the efficiency of your section,

This handbook sets ocut your responsibilities as
& supervisor and outlines some useful principles and techniguss
of supervision,
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THE NEED FOR GOOD SUrERVISION

1. What is & Sugeggisor?

_ In the Public Service it is not easy to say where ‘supervision begins and
ends, There is a line of supervision throughout the Service from small to big
positions, and it is- perhaps one of the most important jobs in the Service, . The
successful working of the Serviece is directly related to the quallty of its
supervision,

In this Department there are few examples of supervision pure and simple as.
“almost invariebly supervisory and funciional responsibilities go hand in hand, We
can define a supervisor as a person IN CHARGE of others, who LEADS, CO-ORDINATES,

- CHECKS, GIVES DECISIONS and GETS RESULTS by co-operative effort wzthln his

partlcul&r group,

He is the person employed to ensure EFFICIENT OUTFUT at MINIMUM COST and he
does this by ensuring that his staff are -

{a) Using the best methods within the most suitable organisational
structure,

(b) Properly trained,-“
{¢) Getting the work done economically, efficiently, and effectively,

The ABILITY {0 supervise is now recognised as a very valuable guality in an
officer and it is commonly accepted that supervisory ability is something quite
distinet from, but quite as necessary as technical skill, The best supervision
is the supervisicn which gets results and that is what the Department really asks
and expects from you as a superv1sorn

Supervision is your career - and it can be a very satisfactory career if you
© wish = but the Department and the Service are not prepared to advance any
supervisor beyond hisipresent. level UNLESS HE ACCEETS HIS SUPERVISORY OBLIGATIONS'
The Deparitment can stand or fsll by the quality of the officers who direct its
work = and it cannot afford to fall,

There is a tendency on the part of good desk officers, promoted to their first
supervisory position largely on the basis of a high work output and an adeguate
personality to go on being good desk officers; the invariable result is . that they
are not effective supervisors, We do not suggest that you should attempt to
delegate yourself oub of 2 joh. First line supervision is not a full time jJob.

But as supervisors you have a DUAL TASK, To do your own work and to get work
done by others, You will agree that the second function is the harder, '

Ability to handle staff is the hallmark of an executive, - His own unaided
~efforts will yield the product of one man alone. But the power to animate others
.will enable him to harness their energies and release the fruits of many,

Thig powsr is patent in some people, apparent to everybody who comes in
contact with them; in others it is latent and has to v developed by training
and experience, Unhappily there sare no ten easy rules or six simple lessons, as
far as they are concerned, They have to learn)the hard way ~ by sedulous study
and practice, ) : :
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It is the supervisor who is personally responsible for tha job., As he cannot
do it all himself, he has to depend on others tc do it for him, Obviously he is
at their mercy if he lacks the competence to direct them in their work, He might
ag well try to move mountains with a shovel a8 try to get efficient teamwork
without managerlal skill,

The task of the supervisor, then, is to get work done by other people = and to
get it done as quickly, as economically and as effectively as possible,

2, -Supervision analysed:

On "Chemical® analysis, Supervision breaks down into three elements - the
Supervisor, the Staff and the Work. The Supervisor, therefore, has three responsibilities:-

{a) Responsibility for his staff (their efficiency and morale),
{b) Responsibility for the work {its quantity and quality).
(¢) Responsibility for himself (his personal efficiency, attitude and conduct),

His task can be conveniently considered by lecoking at each of these responsibilities,

This bandbook is divided intc three parts in Whlch we shall be dealing with each
of these responsibilities in detail,

3 The Sgpervisor‘s Job.

The supervisor's job is largely one of co-ordination im that he has to tie together
a lot of separate units and integrate their efforis, He has to see that the whole job
is not held up through delay on one section or its quality marred by defective work
on one section, The uniform flow of work of uniformly good standard can be sscured
by the methods which will be outlined in this handbock,

The supsrvisor is a key man and the state of his section - perhaps even of the
whole organisation = is likely to depend on whether he is active or passive, positive
or negative, Promotion to supervisory rank is not the signal to cease work and sit
back, It is a spur to still greater personal effort, Those whe are chosen should
master the work as never befare and be right om top of it all the time, The temptation
to coast along has to be resolutely resisted, The supervisor must be up and doing
all the time, '
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THE RESPONSIBILITIES (F A SUPERVISOR

Part 1, For his Staff

Generel responsibilities

Leadership, Morale and Staff Relations

Control and Diacipline

Assessment and Reporting

What people want from their work
and what should be expected of them,
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GENERAL Rusmm:aalfms

The supervisorts raspon31b111t1es for his ataff will flrstly be considered
under the follow1ng headlngs'

-1e Induection,
2, Training,
3. Assigning work and directing those to whom it is assigned,
4, Assisting with vroblems and correcting mistakes,

. 5. Xeeping staff informed and enlisting their help in prdblems.
6, Encouraging suggestions,
7. Dealing w1th complaints and dlssatlsf‘actlono

TNDUCTION ™

The procedure for induction of new staff as set out in Appendix B, of the
Staff Rules should Ve read and followed by all supervisors, We shall now deal
with the induction of a newcomer after placement on a section, These notes will
also apply to some extent to an employse transferred to your section from another
part of the office,

The newcomer to your section faces the disturbing prospect of having to -
learn entirely new work in strange surroundings, He finds it difficult .at
first, particularly if he is a junior fresh from school, to adjust quickly to
his working enviromment, Your aim is to get him sattled in as smoothly and
speedily as possible to the stage where he can be trained as an effective unit of
your work team, It is your "job to break down the new employee's natural
diffidence, make him feel at ease, establish him on a good footing with his co-
workers, and build up his confidence by exhibiting a friendly and helpful attitude,

He must be made to feel that he is not only at home but that he is wanted
and will be expected to share and participate in the scheme of things within the
office family, :

Your new récruit may come on to the section when the work is in arrears,
Let the work stay in arrears for the period necessary to make your recruit feel
at home in the job, :

In carrying out your part under the Induction Procedure:
DON'T ' )

Entrust anyone else with his induction,

Give him the impression his arrival is 1n0pportune or disruptive of
current worl,

leave him to his own devices,

Put him out to graze on an office manual, - It's indigestible fare
for a newcomer,

Overawe him,

I you have made a good job of induction, your recruit will feel from the
outset that he is part of your team and have confidence in.you as his supervisocr,

Pirst impressions are lasting and the treatment a newcomer receives in the
first few weeks of service are highly determining in the question of whether he
will form the right attitudes towards his work and settle down as a ugseful
meinber off the staff, s_the £] i
most important oart to:play in the induction of s newcomer to the department,
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The cbjectives of training,

The basic aim of all training is to improve efficiency and increase production,
Training is not an end in itself but only a means to an end - the improvement of
production, There is no profit in giving training merely for training's sake -
we must keep the objective ever before us and plan our treining accordingly,

Organised training is the answer to many of our difficulties, It counteracts
staff shortages and staff turnover by meking new appointees effective quiockly.

Supsrvisors in their anxiéty to get the job done often overlook the fact that tims
spent in training staff is well repaid in better work, fewer mistakes and less wasted
¢ffort all round,

Good training produces good morale, The recruit who feels that he is being fitted
to caxrry out his Quties will work better than the man who is left to pick up the work as
he goes along, Learning by trial and error leaves the employes with the feeling that
he is wasting his time and no one oares - his standard of work suffers accordingly
and eventually more often than not he looks for a Job elaewhere.

Furthenmora we must look fto the development of the individuals on our staff,
This applies --to women a3 well as to men, _

One wrater says - “The best type of exscutive is deeply interested in the proocess
whereby his zssistants froam month to month and year to year continually expand their
grasp of the work".

Your respousibility for training,

The Department's Staff Training programme as set cut in Part XI of the Staff
Rules should be studied by all supervisors in conjunction with these notes,

It is your duty to supplement general training with training on the job, All
senior officers are in agreement that "on-job" training is the most important type of
training for our basic grade staff, This means that the part played by jJunior
controlling officers is a most important one in the training of our gtaff,

Let ﬁs divide the training in which you are interestéd into

4, Job rotation,
2, Training in the rules and proocedures affaoting the section's work -
- Job instruction; Desk files; Study of Manuals,
3. Training for aevalopment,

Job rotation,
Read paragraphs 166 ~ 170 of the Star? Rules,

If we can see the importance of "on-job" tralnlng it follows logically that there.
must be an crganised system of job rotatlon in an of' ficse,

Advantages of _'39?0._39.#_5’9;19&«
1. To_the Supervisor,
{a) Ensures a versatile and well trained staff, This enables

contingencies such as absences, sudden resignations and staff
shortages to be coped with,

(b) Gives more scope for &elegatidn,
{c) Enables him to train competent under-studies,

(@) Pacilitates staff assessment and shows aptitudes of employess for
different kinds of work,



2. To the Officer,

{a) Maintainshis interest in the work, This is particularly important
for junior staff, o

(b) Develops his capacities earlier,

{c¢) Pits him for increasing respensibility at an early date,

Limiting Factors,

(a) Calibre of Staff,

(b) Establishment,

(¢} Co-ocperation of Staff, .
(@) The Department's job rotation plan,

Objections raised in practice _ Valbdity of these
1. Allegations that job rotation This should not apply if changes are correctly
upsets the work. timed and a reascnable period is allowed for

handing over. Changes are fagilitated by
adequate desk files and good on-job" training,

2, That certain classes of Resistance to change is natural in some peoPIe°
of ficers are not interested A full explanation of the reasons for joi
in learning new work, rotation is a help,

3; That constant changes are This is a generalisation hard to support by
upsetting to section morale, actual instances, Iack of change can.be more

upsetting to morals,

4. That officers do not receive Some people learn more slowly than others,
adequate training on the : Generally spesking officers should not bs moved
various jobs, to a new Jjob until they are competent in their

present one, However it is good for juniors
always to have some work which is & bit beyond
them,

5. Thet some staff are untrainable, We someiimes tend to take a pessimistic view of +tr
: other fellow’s capabilities, However, with scme
clder appointees we do have to limit, or cease
Job rotatien,

6, That job rotation is not . Lack of job rotaetion can be the cause of staff

poasible without a full shortages through staff losing interest and
astablishment, . - regigning, To cease Job rotation when there

is a shortage of siaff will only aggravate
the position,

The job rotatiom of graded officers:

If you are not receiving changes of duties in accordance with the Department's
job rotation plan you should ask for it and see that you get it.

Job rotation keeps graded officers up to date, It brings new ideas to a job
and enpables controlling officers to assess relative merit,

Job Instruction:

Read paragraphs 171 - 176 of the Staff Rules,

An outline of job instruction methods is given in Appendix A" to this hand‘book°

Desk Files,
Read paragraphs 177_.- 181 of the Staff Rules.
pesk files if carefully and efficiently prepared are an invaluable help to

basic grade staff in learning a job and they reduce consideradbly the amount of
instruction necessary by Section Clerks,
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It is primarily the résponsibility of the Sectionllerk to see that thers is an
adequate desk file on every basic grade position om the section. The efficiency of
Section Clerks is judged to some exient by the qualify of their work Qocumentation,

Study of Rules and Procedures,

Read paragraphs 182 ~ 184 of the Staff Rules,

In all training there must be time allowed out of the job for discovering
principles, It is best to encourage your staff under training to set aside a short
. period each day for reading the manual or manuals concerning their work, First
thing in the meorning before work is commenced, is really the West time,

The study of manuals is made more interesting and is more valuable if supplemented
by group study as outlined in paragraph 189 of the Staff Rules,

One word of warning here, There has been a practice in some offices for newcomers
to a Section to be asked to read over a manual before commencing a job, Reading
a manual is bewildering to a newcomer with no practical experience of the work and he
learns 1ittle from it., Manuals should be read after the job has been taken over.

Staff should also be trained to use the manuals in their day o day work, By
. this means graded officers canbave themselves time as they will be referred to less
of ten regarding problems which arise,

Training for Pevelopment.

Many of your basic grade staff will become supervisors in their turn as you
people move up the promotion ladder. IYou are responsible for developing their potential,
in particular such gualities ass-

Capacity for decision

¥illingness to accept responsibility
Judgment '
Initiative

Precision

Expression

Enthusiasm

' You can best do this by progressivaly assigning more difficult work to those
of your team who show their fitness for it., You will find that most people react
favourably to increasing responsibility and will regard it as a challenge, Don't

hold 2 man back because you are fearful of losing him through promotion., Your job
as a supervisor CARRIES A RESPONSIBILITY FOR TRAINING,

Another View of the Training of Juniors (The Accountants! Journal July 1957)

Staff training is a matter of teaching good habits.

That, in a word, 1s the aim and purpose of those who do take seriously their
" responsibilities to their staff, Supervisors should be best able to pass on these good
habits, for the presumption is that they have themselves acquired at least some of the
necessary gqualities,

What are these good habits?

1, Reliability,

This may well be the most important of all, The executive will overloock many faults
in bis assistant if he knows he can rely on something being done and disposed of, once
the order has been given. Top management must delegate, and delegation must be to those
who have shown that they canreally be relied on to take effective asction, There is
nothing more aggravating to an executive than having continually to prod the assistant's
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memory, Nothing more galling than to ask John Jones if something or other has been
attended to ='0Oh no, I forgoet", or "I was just going to," or "I was waiting till"
(typical excuses these), The man who is reliable, who can be trusted to

remember an instruction and to carry it cut and report back, so that the pr1n01pal can
forget all about it - he is the man who is wanted inevery walk of life, he is the

man who is worth concentrating further on, '

2. Keenness,

A little enthusiasm for the jJob is refreshing to both employer and employee. The
junior who is a clock-watcher, who wants concessions all the way without reciprocity,
who regards everything as "3just another job", will never get far in his profession,
and is not worth wasting time on, But if he shows himself as keen anf interested,
if he enters into the spirit of things, then the probability is that he is going
to absorb, and give back, at least some of the training he is glveno He should be
helped along,

3, Punduality and diligence,

These will usually follow on from the last point, The man who is really keen
will pride himself on being, whenever reasonably possible, ahead of time, He will
arrive early in the morning, he will keep his appoiniments with a 1ittle time to
spare {instead of being perpetually those annoying few minutes late every time);
in his working hours he will apply himself to the job in hand, which for the moment
is just the most important thing in 1ife, Other things will take their place, but for
the moment this is what he is doing!

L, Meatness,

This involves various aspects, Neatness of writing, neatness of person,
neatness of expression, neatness of thought.. In most cases the man who is neatly, and
quietly dressed, will be found to have a fair mastery of the other qualities as well;
in most, but not all, for some very well-dressed young men are untidy in their
thought, in their speech and in their writing, The man who can train both his mind
and his body inte the channels of clear and orderly thought will earn rich
opportunities for himself,

S Inagination and coriginaliity,

At first sight this might seem to be the antithesis of proper training., The
man who is orderly in thought is freguently unimaginative, and it is left to the
rebel to do the original thinking. But surely one can acquire a tidy orderly mind
without losing the faculty of original thought. -~ and that certainly is one of the
qualities to be kept steadily in mind, A tidy mind without imagination - an
automatic filing machine like Himmler - is very useful, and will always have its place;
but when that same tidiness of thinking is enriched w1th criginality, that indeed is
a combination te be reckoned with,

6, Self-discipline,

This no doubt is the epitome of all that has gone before, The capacity to
discipline one's mind and body is a quality calling for long and intensive training,
and one which in turn will}lnlock the doors of ambition,

SIMMING.UP.

The Department's Administration believes in the principle "If you can teach,
you can manage men,”  If your training is good it will not only be appreciated by the
individual members of your staff; but you wili aliso receive full credit from your
senior officers,




9.

ASSIGNING WORK AND DIRECTING THOSE TO WHOM IT IS ASSIGNED -

_ Every supervisor has a responsibility to set a fair day's work and to see that a
fair day’s work is done, If he fails he is falling down on the job. If he has
insufficient work available to fully cccupy the time of all his staff, he should

notify his senior officer, In practice there are a lot fewer problems of control
and discipline when every member of the staff is fully occupied,

In assigning duties we must consider individual capacity with a tendency to
err in the direction of a little more rather than a little less, Most people work
best if slightly extended - it brings their faculties right up to the surface and
ready for action, This is, of course, a different thing to being over-loaded,
People who are over-loaded invariably make more mistakes,

Workers tend to set their own pace; they can make a small job spin out and
of ten resist additional work being assigned to them, Yet if you give such a .
person further duties they get through it and still manage to leave the office by
4,35 pom, That is where output standards are useful where they can be applied,

ASSISTANCE WITH FROBLEMS AND CORRECTING MISTAKES

A1l staff and particularly newcomers need assistance with their problems on the
Job. Supervisors must not only do this when problems are referred to them but they
should he constantly on the watch for members of their staff who are in.any difficulty
over their work and need help, We all learn by making mistakes so that correction
of mistakes is a valuable means of training., Generally speaking it can be stated
that staff like to know where they are wrong and appreciate working under & boss _
whe sets high standards of efficiency. Now let us lock at the subject in greater
detail. .

Methods of correction,

~ Ag a general principle you should not take over work which is poorly done and do
it yourself. There is always a temptation te do this especially if you are busy,
Staff very often take little notice of corrections made by senior officers and
learn little from them, FPurthermore they get into the habit of thought that it
doesn’t matter if a thing is not right as it will be corrected by the section
clerk anyway, Explaim the right way to do the job and why, and have the member
of your staff do it again or put it right, '

If you feel that in an exceptional case no amount of explaining would snable
the job to be done again correctly by the clerk concerned and you must do it yourself,
then be sure to show your version to the officer concerned and explain it %o him,

Putting work back,

It is generally agreed that it'is best to put work back to the staff for correction
VERBALLY, This allows for full explanation and questions, The employee can be advised
to take notes if necessary.

Putting a job back with a written statement of errors can cause resentment,
particularly if the minute stays on the file for all to see, :

You may need to pat a matter back in writing if complicated directions are
involved and you wish to keep a record of what has to be done, If so, be careful
of your wording and remove the note from the file after the matter has been clearead
Up, Make it clear to your staff that your notes come off the file after ths

matters are put right.. :
Small mistakes.

Small mistakes sent back for correction savour of pin=pricking. Correct the small
ones yourself unless there is a constant repetition of the same error,
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KEEPING STAFF INFPORMED AND ENLISTING THEIR HELP IN PROBLEMS

Some writers on administration are very emphatic about the need to have information
passing both up and down an organisation, and incidentally sideways also to and
from the public, Keep your staff informed about instructions received and the
plans, thoughts and problems of your seniors., Keéep your seniors infommed about
the work and the progress, thoughts and grievances of your staff. A full
exchange of information with other supervisors is alsc desirable,

Tell your staff in advance about changes that will affect them in their work,
Give the reasons; not arbitrary decisions and help them to understand. by
discussing propesed changes and encouraging your staff to offer suggestions
and oriticisms you can secure valuable ideas. But more important, it makes the
changes more acceptable and gives the staff a chane2 to adjust themselves to
the change,

ENCQURAG ING SUGGESTIONS

Encourage suggesticns from your staff about the work of the section and of
the depariment as a whole and see that they receivs full recognition for them,
Be very careful not to purloin the ideas of members of your staff or take the
credit yourself, Where a suggestion should be submitted under the P.3,
Suggestions Scheme, see that the officer concerned submits it in writing and give
him your help and advice as to how to do s0,

THE PUBLIC SERVICE SUGGESTIONS SCHEME

Modern management rejects the idea that the man at the ftop has a monopoly of
the knowledge of how to run an organisation, DNor dces he have a monopoly
of ingenuity. Thus, good managers lock more and more teo a relatively untapped
source of ideas and assistance: the employees themselves,

The Public Service Suggestionsficheme is designed to provide all public
servants with an opportunity of trying to improve the efficiency of the
Government Service, It is a means of establishing gocd staff relations as all
employees can really feel that they are part of the organisation and that their
ideas are welcome, They receive personal recognition for constructive thinking
and a real satisfaction on seeing their own ideas being used,

In short, the basic idea behind the Suggestions Scheme is simple; it provides
employees with a method of taking part in the teamwork of making their department
or their organisation more efficient, They are stimulated to think about the
problems of work methods and will do their best to help solve them if convinced
that their ideas will be considered fairly and that they w111 gain personal
recognition for the suggestions they make,

When a worker can produce an idea to save time or money, increase efficiency,
or improve working conditions, his satisfaction when his idea is accepted and acted
upon must be reflected iphis attitude to his job and to his employer - thus
. efficiency, morale, and staff relations are all improved,

.Types of Suggestions,

Employees are not generally restricted in the typesof suggestions
they may submit, The following are some examples of the typesof acceptable
suggestions « :
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1, Improvément of off'ice methods, procedures, and systems,
2, Reduction of administrative costs, '
3. Elimination of unnecessary operations or unnecessary steps in the work,

4. Eliminatiom of delays,
5¢ Improvement of work conditions, particularly with regard to safsty and health,
6. Better service to the public,

Eligibility for Awards,

this is sometimes a dlfflcult problem but the rules concerning it are elastic,
Senior officers who are normally responsible for improving the efficiency of their
own organisation are not usually eligible, Also, only in excepticnal circumstances
is a monetary award granted to persons who have the power to adopt their own
suggestions in full without reference to higher authority, However, this is not
an inflexible rule, As is pointed out in the Public Service Manual (U,43) "There
may be exceptions to this rule and the Commission would consider them if the
Permanent Head wished®,

411 employees are encouraged to submit their suggestions regardless of whether
eligibility may be clouded, It is the responsibility of the Department and the
Public Service Commission to determine eligibility. :

Awards are not made only for suggestions which are adopted in full.
They are often made for suggestions partly adopted or which lead to another method
and sometimes for special effort or good work on a suggestion which is not
adopted,

How suggestions are handled,

The procedure for handling suggestions in this Department is as follows -

1, Address to Director typed or in wrltlng through Registrar, or Div,0ff,in H,O,

2, Registrar forwards to Head Office with his comments,

3. The Secretary, 0 & M Committes investigates and subtmits to the O & M Committes,

k, © & M Committee submits with recommendation to the Administration, for
decision,

5. Details of suggestion and outcome sent to P.5, Commission with recommendation
regarding award,

6. P,8S, Commission notify the employee making the suggestion of the result,

7. The result is published in the P.S, O0ffiecial Circular.

{Notes When submitting a suggestion you can ask to remain anonymous if
desired, )

Success of Schemes
The continued success of the Suggestions Scheme is assured if supervisors accept

the principle that it is one of their responsibilities to encourage staff to make
suggestions for the betterment of the section, the Department or the Service,

DEALING WiTH COMPLAINTS AND DISSATISFACTION

Complaints and dissatisfaction should always be dealt with PROMPTLY and FAIRLY,
We have to develop a knowledge of human nature to deal with grievances; no two
persons are alike and the same methods will not succesd in all cases,

as
Consider a grievance /a danger signal ands

1. LISTEN %o the employee with interest, patiently, sympathetically
and openmindedly, Be sure you understand his viewpoint,

2. IOOK at the problem objectively, Get all the facts obtainsble. Talk
with individuals concerned, (but maintain confidences), Differentiate
betwsen opinions and facts, Weigh carefully, When coming to a decision
ask yourself how it will affect the work, the employes and the group,
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3, STOP the cause behind the grisvance promptly or show that there is no
case for complaint, Admit errors you have made, If the employee is wrong
make it easy for him to back down, OCheck results, ‘

You may not be able to handle the grievance persomally and may néealto consult
your senior officer but remember that the supsrvisor settling grievances himself,
builds himself up as a leader and gets close to his staff,

Meke it clear to your staff at all times that they should refer their complaints
to YOU but that you are prepared to refer any matters to your senior officer if they

are dissatisfied with your ruling.. Complaints in the femily are best dealt with

within the family circile,
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LEADERSHIP, MORALE AND STAFF RELATIONS

.ﬁ’".

Ieadersbig. _
Definition of Leadership,

"Loadership is a lot of things, It is the art of getiing alofig with poopley
~of guiding and controlling others in getting a job done. It is the ability to-
* golve the problems that face us and to sell ourselves and our ideas to others, -

Everyone wants to copy and follow a leader", : :

Lovalty to the Job.

- To be a gocd leader, a supervisor must be loyal to the Service, to the
Department and to his senlor officers and he has to be enthusiastic about his '~

- Jobe  Is it not rather strange that in New Zealand we as Public Servants are

apt to decry our calling and run down our own particular Department., ' The .

position does appsar to be scmewhat different in other countries such as England

where you find a tradition of Public Service running down through some families,

Yot the quality of oir Public Service stands high in world raniing., We musk
- show enthusiasm for our job, if we are to obtain and retain the best staff,

We all have a duty to dct as recruiting sgents. In the Service we hive
& fair system of promotion. Thers ave plenty of good jobs at the. tope In all
" Departments the Pormanent Head and the Administration do all they can for their
staff, Iastly, there is real satisfaction in knowing that we are serving the
communi‘i:y. - o

As supervisors we should endeavour to disseminate this spirit of enthusiasm

- for ths job and keep our complaints to ourselves. Every job has its ups and
downs, Enthusiaam is infectious and will communicate iiself to the stoff -

if it is sincere, ' ' : : -

Loyalty to the Staff, .

A good leader is loyal to his statf and makes them see that he expocts 1oya1ty
in return. He should instil into erery member the need to be loyal each to the
other, This brings about team loyalty., It is one of the keystones of high
' morale,’ - ' ' "

Methods of leadership,

- Ons writer statest "lLeadership is not the tyranny of a dictatorship, it is the.
knowledge of how to achieve teemwork", The development of a "we" attitude with
staff. Some studies were carried out on this subject by a man called iswin,

It was found that the best results came from groups of workers which were
democratically led, i.,e., those where the members of the group were consulted -
“®bout their work; where the leader discussed problems and. shared his '
regsponsibilities with his team., Such groups co-operated well even when the
leader was absent and there was little jealousy, : :

In groups which were autocratically led, that is, where the leader organised
ell the work himself and gave detailed orders to each member, the production rates
were also high, There was less co-operation, however, there was a tendency to exclude
certain members of the group and a great deal of strife when the leader was =
absent, ' :
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As a general principle it can be stated that, whether or not their ideas
are accepted, people feel better about carrying out a programme of work in which
they have had a chance of having a say,

Porsonal qualities for Leadership,

Most of us as supervisors think we already are good leaders, We are cften
unaware of our shortcamings, We hesitate to admit we could improve for fear of
reflecting on our ability, Personal habits are hard to change and habits are the
root of the leadership problem, Habits can be changed or adapted only after
conscientious continuous effort, .

MORALE AND STAFF RELATIONS

Morale is something that influences groups of people more than it does an
individual, Morale cannot be defined as traits, characteristics, or qualities
inherent in individuals, although some traits or gqualities can influence or
assigt in building and maintaining morale in a team, These traits or qualities
are constant and always with us, but good or high morale may be with us today and
gone tomorrow, -

For the purpose of this study we can define morale asi-

"Thet state of mind, or mental outlock of the staff, that gives them
ag8 a team, courage, zeal; optimism, and confidence, together with g
contented interest and desire to carry the work of the office through

efficiently",

If this spirit or sense of unity is ebsent, then as sure as night follows day
we will £ind that morale is low in our place of work,

Cne writer has described morale as "The individual attitude towards the group
endeavour”, <Conversely, morale is largely dependent upon the attituds of
supervisors to their staff,

Wo can now see that morale may not be dependent on good working conditions, All
the best amenities in our work place, althouth helpful, will not give us high
morale, High morale can be found in all kinds of places and under all sorts of
conditions, It can also be found in varying degrees and will fluctuate from time
to time, ' '

; Here are some impressions on working conditions of My, J,K, Hunn on his return
from the Duke of Edinburgh®s conference on "Human Problems of Industry",

"Perfect amenities, thoughtMr, Hunn, could never take the place of

human relationships, Good working conditions were tangibls marks of
managemnent's respect for the dignity of the individual and as such

could be a valuable complement to good human reletions, He compared

the working morale of two textile firms he had visited, One had
excellent amenities but had become so ocut of date with its staff
relationships that morale had been poor, The other was owned and

managed by a benign individual whose staff were happy despite their lack
of amenities, Working conditions, the Conference agreed, were only an
indirect cause for worker dissatisfaction because it had been found that whers
conditions were as good as they could be, tezking into account the actual
Job circumstances, morale coculd be high, The Group that went down into the
London gewers came out with that conviction.™

Importanf factors in securing and maintaining good staff relations which are
the basis of high morale arez-
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1. Make each employee feel that he "belonpgs". This need to belong-to be part

of something - is deep rooted in all human beings, The good supervisor recognises

this need and makes employees feel that they are part of a team. He consults

with them before making decisions affecting them or their work, He enlists their

help in solving his problems on the job, He gives them advance notice and
explanations of -changes, He makes sure they know "why" things ave required or actions-
are necessary.

Letting people know "why" can avoid a lot of misunderstanding, For example, a
controlling officer says to George "I want you to go and work in Records from
next Monday®, He thinks "George has spent only one month in fecords. He is studying
and & spell on Records will make it easy for him and allow Bob who has been thers
five months to learn new work", What George hears is "You are considered no good on
this job and have bsen demoted to Records,® '

2. Demonstrate your desire to help each employee succeed in his work, See that
all members of your staff have an opportunity to progress, Never stand in a man's °
way. Developing someone to be better than you are on your job may give you a
chance for promotion yourself, You will grow as others grow under you, Make the
best use of each employee’s ability. Look for ability not now being used, Don’t
hold peopls back to get your job done, {Isn't this a natural reaction when a change
of duties is suggested for ome of your best clerks?)

3. Let each employee know how he is getting along: Suppose a man goes home and
his wife says "How are you getting along with the job" and he has to say "I don‘t
know - frankly I don't know how I stand on my Job", Is it good for morals for a
man to feel uncertain about important things like his job? We know it isn't,

We all like to know how we are getting along,

Probation reports and our staff reporting system are means by which we let
enmployaes know how - they are getting along. However; supervisors do sometimes give
their staff an impression that they are doing quite well when they think otherwise
and adverse reports can come as quite a blow, '

Employees prefer to be advised if their work is not up to standard add to bs
given an opportunity to improve their performance,

4, Give each employee the recognition he deserves,

Give your staff full recognition for good work, Stsff will be reluctant to
assume full responsibility without it, Don't get so busy that you overlook some 1
simple thanks when they are due, -

Let us consider the subject of giving credit when credit is due,

Each person is an individual with differences of personality, education and
experience, & new worker or a sensitive one or the introspective type may have
a strong desire for encouragement and praise, The same treatment may have no
effect on the extrovert or "sales" type who is not so sensitive to the criticism
or praise of his fellowmen, Ill-considered praise would probably irritate

the highly skilled employee whomrefers recognition in the form of added responsibility

and authority, Other individuals might become self-satisfied or conceited by
too much commendation,

Nine out of ten people, however, will react favourably to some form of
praise or encouragement and the average supsrvisor could make more use of thisg
" incentive. One of the troubles is that the supervisor expects good work and takss
it for granted so he neglects to comment on such behaviour but he attacks errors
because they frustrate him in his programme of work,

If you use the giving of credit where it is due, wisely, you will help
the person concerned to improve his performance and you will make him feel
‘successful,

In giving an employee praise always consider the effect on the morale of others,
Praise the work rather than the individual, Tell him right away. Don't be too
lavish and be sure the person praised believes he deserves it,
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It is often of valus for credit to be received indirectly showing that you
have advised others of unusual or extra performance of & member of your staff e,.g.
you can suggest to your senior officer that he give the credit which is due,

If you can®t find anything good about a person's work, beware of showing
constant disapproval, If corrective action is necessary try to sandwich in some
mention of the person®s good points,

5. Remove hindrances to the prompt completion of work and assist with the work
when nec¢easary,

It is 1mportant to do everything necessary to avoid any amployee feellng a real
sense of frustration regarding his work, (A& little mild frustration, of course,
does none of us any harm!) Hop in and help when you find a member of your staff
temporarily bustled with work, Other members of the staff will notice it, It
helps to build a spirit of comradeshlp in the teamnm, If the need arises you can then
with confidsnce ask any officer on more senior work to temporarily take over soms
minor duties,

6, Represent your employees' interests to your superior,

There is an 01& Army expression that appllas to everyone who would be a leader,

 “4ake care of your men first", If your staff are consistently overworked you must

press for more staff, Staff shortage over a long period is deadly to morale,

The constant struggle to get the work through on time and to cope with

emergencies can sap nervous energy and when this happens irritations become magnified,

Seek improved working conditions where necessary, Controlling officers who have

gone furthest in the Public Service are those who have always locked after their

staff,

A strong éupafvisor is always prépared to back his team to the limit and to
‘lock af'ter the interests of each member when dealing with senior officers, '

A wesk supervisor is sometims s tempted to make himself lock good at the
expense of his group, complaining about its weak points and suggesting that but for
him nothing would be done, _ _

If a senior officer complains about the work, the supervisor has to guard
against placing the blame on a member of his staff, If he was in the position
‘to have put the matter right, and didn't do so, then he must be prepared to take
the kick, - If not personally involved, then he should represent the man's
point of view and tske the responsibllity as his section clerk, We have to take oare
not to whitewash outrselves at the expense of our staeff,

Iff you have to discuss an employees failingswith your senior, review his Zo0od
qualities as well, It is a cowmmon failing to. let a person's poor qualitiss cbscure
the good, A fair and just judgmsnt builds and maintains morals,

A Avoid the appearance of'partiality or perscnal favouritism,

This is most important, No matter what we think of those on our staff or their
work we must avoid showing partiality or favouritism, We must endeavour to overcoms
any natural likes or dislikes and treat s&ll our staff the same all the time,
Absolute faixness is an essential to the supsrvisocr, Injustices are lasting on
the memory, 4 good axiom is "Be fair to all with sp901al privileges to none",

8, DNever criticise or condemn an officer in the hearing of his fellows:

It is worse still to discuss his failings when he is absent, Pause and ask your-
self what the others may think about you, You will not only destroy morale, but
your staff will lose all faith and confidence in you, You will have forfeited all
claims to the staff's respect,
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9, Be understanding and helpful ivfealing with employée?s problemso_'

Tornthe person concerned his own problems are the most urgent and
important in the world. (This applies to beneficiaries and pensioners as well
as to staff),

If you are prepared to listen to the personal problems of your staff and
give . them a sympathetic hearing, it will never be forgotten, In many cases even if
you are unable to give a great deal of assistance or advice it does a person good
to have someone with whom they can talk over their problems, Remember that if
personal problems are discuszed they should never be mentiomed to others except
with the permission of the person concerned., A great desl of tact and understanding
of humen nature is reguired in dealing with the problems of your staff,

10, Create a friendly and congenial atmospheres

It has beengaid by a former Registrar of this Depariment that the:most
importent items of staff relaticns as far as women are concerned are a friendly
atmosphere and the absence of any form of autocratic control, This applies to
men also,

Never take your 30b 3o_ser10usly that you lose your sense of humour. This is
important, ' .

Watch for discord and petty bickerings among staff, If allowed to spread
it will quickly destroy morale. Locate the cause and rectify it,

Be tolerant, keep an open mind, Your way of life is a result of your |
training, background and meny other influsnces, It is not the only way to live nor
is it necessarily the best, Iearn to live and let live,

Do all possible to relieve boredom, e,g, shift the furniture around occasionally
but remember to consult your staeff before doing so., Medern methods of painting rooms
with all the walls a different colowr are very helpful .in relieving boredom,

Ag a supervisor, get to know sach officer personally; know something of
his home life; find out about his hobbies; is he interested in sport; f£ind out what
other interests he may have; 1if married enquire after his wife and children,
If youare out for & drive in the c¢ar drop in for a few minutes and have a look
at his garden; chat with him occasionally on the job about these things, Let him
see that you are interested in him as an individual and a human being -~ don't let
him think that you are only interested in him as a unit or part of a2 machine,
This study will enable you to understand each member of your staff in relation to
his job. In getting to know your staff do not forget to help your stalf to
know you. Don't stand aloof - be as good a mixer as your nature will allow,

I+ is wise for a supervisor to have interesits outside the office, Outside
interests broaden the outlock and are a great help to us in our relationships
with the staff, Remember also that our office life and home life cannot be
shut up in watertight compartments, Each inwariably reacts on the other,

As a supervisor, it is your duty, if at all possibles to attend and assist
in providing office social functions where you can meet your staff on grounds other
than work, No doubt you will agree that we see each other in quite a different
light at social functions than on the job and this all helps in creatlng -
congenial atmosphere at work. :

Improvementato working conditions such as accommodation, 11ghting, heatlng,
and amenities are valuable as morale boosters, Staff like to think that the
management have their interests at heart.

The use of christian names; w:thln iimits, is a means of creating a friendly
and congenial atmosphere, .
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Maintaining High Morale,

The task of maintaining high morale is much more difficult than securing
high morale, JIhe price of maintai ning high morale is "eternal vigilance", Tt
requires a continuous and sustained effort, You will find that after you have secured
high morale there are meny factors, that will arise that may destroy i+, sither
slowly or rapidly, Section Clerks have to.be constantly on the wateh for the
"dry rot", remembering it is not always apparent, A fall in morale may start in
a small way through variocus causes and rapidly snowball, Remember also that
although it is visible 1o outsiders, a tense atmosphere in a group may not be
evident to the supervisor as he has become accustomed o it,

Watch foar the individual c¢slled "The Crawler®., He will campletely destroy
all morale, "Crawlers" are small in numbers, but can dc untold harm., We all
know the type and the asubtle methods they use in potting their work mates, Any
Section Clerk who listens to and encourages this individual is looking for trouble
and plenty of it,

The benefits of High Morales

Now we can ask ourselves what are some of the benefits of high morale,
Here are a few anapshots:

1, Gocd and better public relations - these are a direct reflection of
staff morale, : ’

2, Greater efficiency and higher output of work,

3, Lower = staff turnover; control and discipline eagisr to maintain; less
absenteelsm, Here are some brief results of a survey carried out by the
University of Michigan: 698 of men in work groups with an averags rate of
1 absence in 6 months felt very free to discuss job problems with their
supervisor; 29% with absence rate of 4 or more in 6 months felt very free
to talk with their supervisor, '

L, Pleasant office atmosphere; clock watcﬁing stops.

DBy
-

Lighter loads and greater loyalty for Section Clerks,

Contentment of mind for the Controlling Officer to know he can put more
confidence and trust in his team; in the belief that they will not knowingly
let him down. '

[02S
a

Examp}smgﬁmsehiér Staff,

It is important tc remember that the staff lock to their senior officers for an
example; if morale is low in an of'fice you will of'ten find that there is a lack
of unanimity among senior officers, In the sams way that staff morale has its
effect upon our service to the public, so do the relationships which exist
between the seniow® of an office have a direct bearing upon the morale of the staff,

Lonclusions

A supervisor gets results through FPEOFLE, People differ according to health,
age, education, hobbies, beliefs etec, and must be treated as INDIVIDUALS,

Every supervisor should have a sincere appreciation of the importance
of every member of his fteam and a modest valuation of his own position,
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Here are some short studies on the subject of leadership and morale:

1, The Supervisor and morale = Survey based on war plants,

"For example one manager ccmplains his employees *do not know there is a war
ont, He tells them to 'snap out of i%t* but there is no response, The girls are
a particular headache to him, They want rest periods and more comfortable seats,
In exagperation he tells them *nothing doing, you've got good seats and you don't
naed rest periocds on a sitting job = Ifve got stuff that has to be deliveredt,
Then £inally he tells them they can take the job as is or leave it",

In contrest; another manager says:

"We're all working towards one goal - winning the war", This manager talks
things over with his employees, he appreciates their efforts and refers to them
with pride. When his girls camplained about stools beirg too low he had platforms
built beneath the stools, He listens to all their problems even personal
ones, his employees feel important and their work shows it,

2, Hawthorne studies in Western Electiric Co,

A numbter of girls were chosen and placed together as an experimental group.
Progressive steps %o improve working conditions markedly improved output, Steps
were then taken to make the working conditions of the group less attractive
than normal and ocutput still inecreased, The chief influencing factor seemed
to be the attention drawn tc the girls by the fact that they were the centre of
an experiment, The Hawthorne studies showed conclusively that the frame of mind
of the employee has a great effect on production, These studies also showed that the
manner in which people are supervised has a greater effect on their output than
working conditions, length of working day or even rate of pay, In other words,
people respond more favourably to attention than they dc to physical factors
or to other material inducements,

3, & supervisor must ‘maintain an atmosphere of approval' at work. It is very
hard to put into words Just what is implied by this hesding, but most of us

can think of situations in which we have worked which were characterised by
either the conspicucus presence or absence of an atmosphere of approval,

Most of us have worked, a%t one time or another in a situation where the superior
held a particularly %tight rein over things, seemed to be constantly locking

for scmeone to do something wrong, and when he found a mistake, managed to give
the impression that that was just about what he had expzcted all along, On the’
other hand, we have probably all also been in situations where we felt comparatively
free and unhampered and able to operate with our whole selves in trying to do

the job as we saw it, The difference between these two is largely a difference
in the aitmosphere of approval, While it is difficult to define ity it

is not particularly difficult to sense it, as you go from group to group.

Quite quickly one can sense, in a work group in an office; a iense fearful manner
on the one hand, working in the fear of being caught doing something wrong, or

on the other hand a relaxed and easy atmosphere whers the person feels free to

try.

A good part of the atmosphere of approval is in the freedom to make mistakes,
This does not &t all mean tolerating lower standars of quality at work, but sy
the recognition of an honest mistake that comes from someone's trying something
and failing to accomplish it for various reasons, It is quite possible to point
out mistakes to 2 subordingte and to correct them with an atmosphere of approvals
it is quite possible to maintain a high quality of work performance and still
give the subordinate a feeling of havirg freedom to make mistakes, Nor does an
atmosphere of approval suggest a lowered standard of rate of odtput. The two do
not necessarily go together at all, It is quite possible to hold high standasrds
of quality and quantity with an atmosphere of approval, and it is equally possible
to have rather low standards in an atmosphere of disapproval., The chief
difference will be in the subordinate®s feeling about himself, his job, and
his boss, and consequently a difference in his effectiveness at work,

An interesting exasmple of the atmosphere of approval and the freedom to
make mistakes appears in & study of supervision on the C. & 0, Railroad made by
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the Survey Research Centre of the University of Michigan, In Ppoductivity,
Supervision and Morale, they report the following: Two groups of section gangs
had been distinguished on the basis of their productivity., One group was
characterised by consistent high productivity and the other by consistent low
productivity, Both groups were asked, "What does the foreman do when you do a
bad job?" The answers were saparatea into -those which did not carry an
atmosphere of approval {such as "bawls you out®) and those suggesting

correction with an atmosphere of .approval (such as "shows you how to do it right
or "just tells you about it%), The formen of the high-production work groups
characteristically used the latter method - that is, their correction of mistakes
carried an atmosphere of approval,

Still another example of theé effect of an atmosphere of approval is
found in the same set of studies of productivity, The researchers examined
the techniques of supervision of a group of foremen whose work force had high-
production records and the techniques of foremen whose groups had low-production
records, They discovered that the foremen who could be descrived as "production-~
orfented" had lower production records than those who were described as
"employee oriented,™ This means that the superior who is continually
watching production records, and waiting for the subordinate to fail to
accomplish something, actually limits producition by creating an atmosphere
where the subordinate cannot work effectively, On the other hand, the foremen
who primarily atiended to their subordinmates and concentrated on m&king it
possible for them to do their jobs in faet accomplished more production,
{Extract from the book "Psychology in Management" by Hairve).
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CONTRCL AND DISCIFLINE

1., AN OLD ARMY EDICT,

It was Napoleon who said "No bad troops only bad officers”., This may be a
generalisation we cannot fully support, but it has an element of truth, The
supervisor with problems of control, and discipline should first look into
the mirror and ask himself whether he himself is at fault. Is he providing
‘the right kind of leadership and example to his staff? ' :

2, THE NEED FOR CONTROL AND DISCIPLINE;

The object of requiring a good standard of control and disciplins is to
obtain the maximum quantity and the highest quality of work from the minimum
of staff, It is not the only requirement for achieving this goal, as
associated with it 1is the necessity for good morale, lsadership, supervision

and teamwork, _

There was a time when control and supervision did not involve the

difficulties it does today, Any breach of discipline was considered only
fram the point of view of what punishment to impose - in bad cases immediate
dismissal, in others promotion blocked, transfer to lesser Jobs, written
reprimand or & good telling off by a senior officer. The culprit was made
to realisge the error of his ways and he also no doubt received a warning
that he would not get off so lightly if it .ocourred again, . Apart from

the effect on the recipient of these expressions of unpopularity, they were
~a atiff deterrent to any others who might have had any similar ideas,

Today the subject is approached differently, The fear complex is gone and
in any case better results are obtained without i%; but the need for discipline
st11l exists, The onus is primarily on the junior controlling officer to got
results from his own personality and the little authority he is given,

- The gradings in this Department have been allotted to same extent on the degres
of responsibility in authorising and paying benefits but this does not mean '
that the graded officer is responsible only for a signature on a'renewal, a
review or a sickness benefit grant, You must take the responsibility for the
entire work of your section and equally as important as the correct payment of
benefits is the responsibility for the work of the staff including control and
discipline, With only a few exceptions the work in cur offices has bren broken
up into smell sections with very few basic grade staff attached to each, so that
- the amount of supervision required for each ssction is not great and you are
fortunate that your first acquaintance with maintaining staff control and
discipline need be on a small scale only, Nevertheless, the duties are there
and they are just as important as if a greater mumber is involved and on the wBy
- in which they are carried out will depend the success or failure of your part

of the work of the office, In addition, your own standing in the office, your
promotion prospects and your peace of mind will depend on how well you maintain
_eontrol and discipline, '

One thing to be remembered is that, generally spesking, staff prefer to
work where discipline is not lax, Our good workers whom we wish to support feel
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let down if others are allowed to get away with bresking the rules. The need for
control and discipline arises then not only from the work but also from the staff
themselves. Social conformity is always stronger and better enforced when it
springs from the sentiments and feelings of the group itself,

7, MEANS OF OBTAINING GOOD CONTROL AND DISCIFPLINE

- CObviously threats of punishment are out of the gquestion, There is no
punishment that you are allowed to give beyond a rather mild reprimand., A report
to & senior should be reserved for a fairly serious offence as you camot he
running continuously te the senior officer, In any case, this would weaken your
authority and you would lose the respect of your staf'f, so other means must
be employed, '

There are many difficulties that you must face up to, Some you will already
nave met and probably learned from experience, 7You may be junior in age or
service to others on your section, less experienced in the work and even a
newcomer to the office, Some of you may have worked withyour staff before
promotion. If you use too light a rein; sooner or later sameone will take
advantage of this and challenge your amthority. If you assert yourself too
much or otherwise upset the siaff they will be reasntful and the work will suffer,
The correct course will be the middle course and you should aim at co-cperation
but ensure that auvthority is not lost,

There are no hard and fast rules for maintaining control and discipline and
each section clerk must adopt & method most suited to his personality., There are,
however, some general poinis which will be of assistance in going about the
job and the following will be worth some study.

You camot command full respect if your knowledge of your work is not at least
as good as that of the best of your staff,

Thorough knowledge of the rules and procedure is essential., Any questions
from the staff must be explained with the minimum of delay and your checking must
be thorough and accurate, The fewer the errors found by senior officers and -
inspectors the better for the respect of your steff, On appointment to a new
job you may be at a disadvantage but the sconer this is overcome the better.

You must know your staff, their attitudes, capabilities and limitations,
If you seek to get a good day's work from a man you must know in advance his
potential output. In considsring your own siaff you will see that some are
working hard for promotion - the career iypes who want recognition and good marks,
These will give very little trouble and require little, if any, discipline,
Others will be at their maximum grading with no prospeect of promotion -
possibly just there to draw a wage., It is these that will concern you most -
and perhaps a cadet if you have one who will be the same as you were at his ags,

Be careful not to disturh the staff any more than necessary, that is,
don't stop everyone or even ong individual frequently to give a pep talk, explain
an instruction or to point out each error in the work as it is found, Don't discuss
a point across the room with one officer so -that others will be distracted from their
own jobs, It is certain that everyone will stop to listen although the

conversation will not concern them,

Don‘*t allow conferencesz of your steff to fom by themselves whether or not
vou are included, It is only to be expected that a junior member will approach
a more experienced clerk on a rule or decision rather thah ask you, There is
nothing wrong with this but it is carried too far if a third or even fourth
clerk joins the discussion. It is just a matter of being reasonable so bresak up
a conference as soon as it forms -~ but do it tactfully.

Ensure that your gtaff are fully occupied, Problems of contrel and discipline
are always much greater where there are staff with not encugh work to fully
occupy their time, It has occurred and will occur again. Let your senior officers
know if you camnot keep any member of your staff fully employed. :
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Set a good example, You will criticise laxity in punctuality, wasting time
and adherence to rules in others, but see that you are not an offender in these
respects yourself, Don't ask your staff to do more than you do or to conform
to standards you don't observe yourself,

Remember also that if you maintain staff morale at a high level you will
have discipline in its highest form,

_ Control and discipline then should be apparent but unobtrusive, Ideal
control is such that it is effectively felt but not openly manifested. When you reach
this point you can consider yourself a pretiy good supervisor,
b, SOME NOTES ON CORRECTIVE ACTION:
' Bef'ore: taking . corrective action’seek reasons for the breach of dlSClpllnB and make

‘sure you have your facts ri hte
orrective action should be taken at the lowest level possible. You often

hear junior controlling officers say "why don't the seniors %fake a hand in this
matter of maintaining discipline”, If a junior supervisor takes an employee to task
it is much less upsetting than the same action coming from a more senior officer,

Reports to senior officers should be reserved for fairly serious or oft repeated
offences if you are to maintain your authority and keep the respect of your staff,

If it is necessary to reprimand, do i$ privately, be as tactful as possible and
whers wracticable put it in the form of an appeal for co-operation, Discuss the
_act rather than the person when criticising a poor worker or a breach of regulations.
Remember that harsh words or sarcasm may cause ilifeeling which will last a very
long tims, Persistent disobedience will require a sharper tone but words
that will cause resentment should still be avoided, Don't shout across the room or
reprimand in the presence of others, This causes loss of face which is more :
bumiliating than the words you use and will result in complete loss of co-operation,

One writer says, "A good supsrvisor can reprimand in such a manner thak. the
employee understands exactly where he or she has trangressed and also leaves the
offender with the feeling that the reprimand was well deserved, The subordinate
knows too that unless the offence is repeated nothing more will ever be said
on the subjectt

And lastly, corrective action must be consistent, and it is essential that all
members of your staff are treated in exactly the same manner,

Here are scme notes from the bock "Psgychology in Management" by Haire on the
subject of maintaining consistent diseiplines

“One of the problems that all people have is to make sense of an environment that
is vague, embiguous, and confusing, Hach person has to leern, little by little, what
the main shape of the situstion is, what the rules are, where the limits are, and
what actions are approved and disapproved in this particular part of the world, If
the rules are not consistent, and if the limits won®t hold still; it is impossihle to
learn about the situation, and the person is in a very difficult position of having
to work in an environment ebout which he camnnot feel sure or secure, fie may or may
not know how to get ahead, or to protect himself in it, To help him we must provide
clues to the organisation of the enviromment which are as consisient as possible,
Often we do not point out an infringement with the feeling, "Well, I'll let it go
this time; it's a 1little thing, and there's no point in hounding him about it",

This is usually accompanied by the feeling that we have been lenient and actually
done a favour to the vioclator in over-locking the infringement, However, the
fact of the matter is that we are treating curselves teo a favour by avoiding

the correction when we are not sure how well we can administer it; and it is done
at the expense of the subordinate, who is now not sure whether this is an
infringement or not, In his view it has seemed to be the rule in the pasi;

but, after all, it wasn't called this time. Maybe this particular supervisor
doesn't hold to this particular rule, A situation of this sort can generate a
great d eal of insecurity and anxiety and leave the subordinate completely in

the dark about what to 4o and what not to do. It would actually be more of a favour
o the subordinate to call each infringement closely and consistently, He will
not feel "hounded® if it is done in the right atmosphere, He will; though grow
more secure in the feeling that he knows exactly where the limits of the situation
are,®
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5, COMMON FAULTS REQUIRING DISCIPLINARY ACTION:

The following are some of the faults found in most offices, It is your job
to do something about themg '

(d) Irregular attendance:

As far as the morning attendance is concerned the Administration Clerk and

the Registrar will take action on habituel irregularity, Lunch time attendance
and departure times are primarily your responsibility and it is most important
that your section is not found wenting in exercising discipline, The PlS,
Regulations provide that time must be made up for late attendances and unless
other arrangements are mads you will befequired to supervise the tims made up,

(v} Overlong absences at tea bresks;

The regulations provide for only ten minutes for morning and afterncon tea and
the section clerk should see that this is not exceeded, Let your section
set an example, '

(e) Absence from the office during working hours,

There can be no cbjection to occasional absences for urgent private business
that cannct conveniently be transacted out of office hours, Such absences
should bs by prior permissicn only and here again the time must be made up, In
general, unauthorised absences are to be treated as a serious matter and
reperied %o a senior officer, :

(a) Leavirng the. desk for long periods,

Moat jobs call for a certain number of absences from the desk during each day,

In the smaller offices there are trips to the counter, the index, the distriect
card cabingts and possibly the record room, The necessity for these willfary
according to office practices but the system should reduce them to a minimum,

In most offices too much time is lost by reason of absence from the Job,

possibly genuine in the original reason but prolonged by unofficial conversatioms
around the office, : : '

{(e) Conversations with "visitors" to the secticn:

Toreserve good relations it is advisable to allow a certain amount of latitude
in this respect and it is necessary only to see that it is not carried too far,
Where it is considered that visitors are too many, too frequent, or stay too
long, the officer on your own staff and not the visitor should be spoken to,
Sections Clerks will aasist each other by enforcing this rule on their own
sectias

(£) Tardiness in starting works:

It is not suf'ficient to see that commencing hours of work are observed fram
the timehook point of view, The staff is expscted to actuelly start at the
correct time and such practices as reading the newspapsr discussing racing and
sports results should not be permitted, Here again good relations may require
a little relaxation on sports discussions but only within reason as %oo much
latitude is liable to build up to a major waste of time,

{g) Repetition of srrors previously explained:
Inaceuracies due to carelessness: :
Careless writing and untidiness in forms:

These items can be combined and accounted for by carelsssness or & don't care
attitude, OSome pecple are notoriously inaccurate and no response will be
cbtained to any attempt at correction, It is here that the supervisor must
exercise his judgment and with younger mewbers of the staff varticulariy,
persist until such time as it is dbvious that no further results can be obtainzd,
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Poor handwriting is a very common fault and strangely enough it is of'ten an
otherwise competent officer who is the worst offender, A good standard of
handwriting and general neatness must be insisted on and younger staff should
be encouraged to attain a higher standard.

3. "3

(h) Direct epproach to a m c . L ce .

This most annoying practice often arises when individuals on the staff,

rightly or wrongly, consider that the Section Clerk does not know his job.

It must be stopped, even if it is necessary to ask the senior officer concerned
to refrain from dealing direct with basic grade staff, The effect is
demoralising and if the Section Clerk's lack of knowledge or indecision is the
reason the sooner this is remedied the bhetter,

(1) Too much use of the telephong for private conversations;

it would be easy tocovar this fault by saying that private calls should be
reduced to the minimum but in practice it is not sc simple, We have all coms
across cases where a junior is an official of a sports cluh and much of the
work is done on the office telephone, Once again this is a case where good
relations must allow e certain amount of toleration and the solution is to keep
it within reasonable bounds, Use of the 'phone for private calls must not
intsrfere with either inward or outward official calls,

{3) Loafing on the jobs

This is & very difficult subjeet but the Section Clerk will have no trouble

in identifying any .cases which occur on his section, The ma t obvious symptan
ia a low output from a clerk who obeys all the other rules, e.g, seldom leaves
his desk, is reasonably accurate and has a fair knowledge of his work, The cause
could be due to his mind being taken up with ocutside interests, or troubles

at home but more of ten by shesr laziness, If no response is obtained fram
~approaches along the lins of team-work or morale, the only solution is inm
discipline, How to go about it will depend on the individual concerned and the
Section Clerk, The solution may be setting a quota, imposing a time limit or
administering a stir up, With most people in this class the fact that the
"Boss is wise to them™ is its own solution but if nothing is done the low ocutput
will continue,

(k) Iack of interest:

This is a subjoct which is dealt with under the headings of leadership, morale,
and supervisiom but it is not out of place to mention here that this is a
walfare department, Thousands of people im this country devote their time to
walfare without any pay. It is a satisfying work and one in which most of. us,
particularly those engaged on the counter, on weekly benefits, claims,

renewals and war pensions, are able to meet the beneficiaries and pensioners
ourselvesy we can take some satisfaction from knowing, in the great ma Jority
of cases, that our efforts, even though nothing more than the instructions,

are appreciatedy and we are paid for this werk,

That concludes the main items on which control amd discipline may be necessary,
There will be others but they are not so common and the solutions should suggest
themselves, : '

6, CONCLUSION

The job of meintaining good control and disecipline is not an sasy one, Too
often suporvisors assume it is, Before you can made demands on your staff, you
. have got to get yourself accepted, win the respect and if possible the regard of
your staffy, Then when it is necessary %o correct or to reprimand it will be taken
in the right spizit by the best of the staff and philosophically, at lsast; by the
-others, Don't start seeing yourself as a big executive or efficlency expert,
Staff will be more inclined to work for you and under your direction if you treat
" them as peopls not eyphers,
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On the other hand don't lean over backwards to placate or cajole the of ficer who
won't co-operate or flouts your authority, Few supervisors in these times err on
the side of over-strictness - the reverse is generally irue. Don't be found lacking in
the moral courage necessary to enforce an unpopular edict from a senior officer, or %o

take firm action when it is required,

in your time you have worked for a number of Section Clerks and senior officers,
You will have noticed how some get good results and some don't, Adopt the best
practices and be careful to avoid the others, Your experience will teach you much of

what you nezd to know, :
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STAFF ASSESSMENT AND REPORTING

1. INTRODUGTION.

Meaning of topic: Estimating value of staff ard furnishing repbrts thereon,

Reagon for inclusion in this handbooki- As graded officers in the Department
you will be called on from time to time bo assess the value of staff, compare
one officer with another, judge suitability and efficiency for promotion and to
camplete probation: reports in the vase of probationem

2. PROBATION REPORTS;

Junior Controlling officers should keep in mind at all times that they will
be called upon t¢ report on probationers on their staff, and the dates when reports
will be called for should be ascertained, If a probationer is failing in his
duties in any respect it is wise to bring this to his notice verbally well befors
reports are due so that he can be given an opportunity to improve his performancs
before the next report,.

. Care should be' taken to ensure that each progress probation report shows
the correct position at the time of preparation in order to let ihe provationer
know where he stands and provide him with a writien gutde for the futurs, Good
perfarmance of duties should be cammented upon, whilst directions, if any,
in which the probationer is failing and ways in which he could improve should be
' shown on the reports, ' '

The making of adverse comments on probation reports should never be postponed.
in the hopes that the probationer will improve, = Controlling Officers sometimes
take the view that they are not going to be the ome to give an adverse reporty -
this can be left to the controlling officer on the next seciion or division %o

"which the probationer is transferred, '

Failure to face up to the position and to give a trus picture of the .
probationer's suitability for the work has caused a great many difficulties

in the past, as the reports are used in many WaYS,

If a probationer is unsuited to the work it is only faeir to him that he should
be guided to take up other employment as soon as possible, I1f adverss comments
Tirst appear on & final probation report they come as a shock to the probationer, .

- "I have been here two years; why wasn't T told before9" Thig applies even
though unsstisfactory performance may have been commented upon verbally,

It must & kept in mind, however, that probation reports remain on personsl
files for the whole o an officerts career, Discouragement should be avoided
as far as possible and the procedure cutlined in the Pirst paragraph should help
to keep adverse caments down to a neécessary minimum, :

3, PERSONAL REPORTS:

(a) Inevitability of assessment and reporting:

Writers on thé subject of administration are in agreement as to the
necessity for systematic staff reporting., An employer must rate his
employees every time he promotes one man instead of another, so that
some form of periodic written staff record indicative of actwal rer-
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formance on a uniform or coanparable basis is indispensible in

any large organisation,

It is betler too from the employee's viewpoint that reports should
be made openly rather than behind his back,

(b) Parpose of Reports,

Formal reports are aids:=

(ig in ascertaining if an officer’'s value is increasing or decreasingg
(11} 1in providing a uniform basis for salary increases;

{1ii) in selection for promotion;

{iv) 1in correcting an employee‘’s weak points;

(v} in checking effect of recruitment and promotion policiess
{vi) in building morale - separstion of good from bad;
(vii in demotions and dismissals,

Staff reporting is important in the ‘New Zezland Public Sexrvice where the

Piblic Service Commission must report ammually on the condition and efficiency
of the service (Sec,15, 1912 Act) and where promotion is according to efficiency
end suitability (Sec.B, 1927 Amsnd) and all appointments on promotion automati-
cally carry a right of appeal,

{c) Reporting systemss

A£11 should endsavour te mseit these reqﬁirementsz-

{i)} Simplicity in operation.
{ii) BEmployee understanding and acceptance,
(iii) Flexibility so as to cover differing groups of employees,
{(iv) Economy.
(vg Validity, i.e,, ability to measure what it is intended to measure,
{vi} Reliability, i.e. ability fo measure accurately and consistently,

There is a bewildering variety of systems and forms in use in many countries,
particularly in the U.S5.A., e g.rating scale or schedule, descriptive scale,
numerical scale, alphabetical, graphic and linear scales, OQur own Public Service
has %ried at variocus times a variety of systems froam the rating of specific
qualities, to an over-all assessment on:a nurerical scale combined with a rating
for suitability for advancement,

If reports are to he used as a guide to promotion, an estimate of an officer's
potentiality is necessary, If the reports are to be.used mainly as a tool of
management for improving the efficiency of staff in their present work, the
enphasis should be on actusl performance, Our report forms endeavour to meet both
of these needs,

Under ocur system, suitability for promotion i assessed ona {1 = 10 scale,

The Public Service Commission has set down a standard percentage for each mark
which applies to al¥grades, The assessment in present occupation, group and

grade is based om 100 merks, An averape mark for each grade in all Departments
is prescribed (i.e, the mark to be allotted to the hypothetical *averagd officer),
and what should be the distribution of ma 3ﬁBat average is also laid down,

A graph and a merking scale are used, which show the theoretical ideal spread of marks
of a group of officers This system is nescessary to provide for comparisons
between reports on officers in different depariments which can only have some
relevance or meaning if there is uniformity in marking standard throughout the
Servicee

Special emphasis is given to the fullest use of the ‘Remarks”ssction of the
reports as these are regarded as an importent adjunct of the numerical rating,
Comment should be designed to help and guide officers in self-improvement, and
also servé as an explanatiom of the numerical ratings, Remarks should be
apecific and such sterile cliches as "good average officer®,"keen and

conscientious officer®, should be avoided,
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reaged opinions should be supported byressons in brief and the reportin
1Y op g

officer should not confine himself to a series of ungqualified statements,

{(4) Fregquensy of Reporbss

At the present time personmal reports are callsd for by the Public Service
Commission about twice in every five yssrs, If reporis are too frequent there
is the danger of unseitlemsnt of giaff and the cost in time of doing

the job properly. If reporis are not freguent enough, the marks become
outdated for the purpose of deciding on salary increases and promotions,

{e) Method adopted by Soecial Sscurity Depariment,

The procedurs folleowsd by the Department conforms closely with that laid

dewn by the F,S, Commission., £t is usually termed the Committee system, This
reduces to a mimmam the influence of the vagariss of controlling officers
without reducing responsikility for the rsports,

Briefly, it operates as followsi-

(i) The C, V., Officers sit a2 a committes to assess the basic
grade staff, Usually thiz comittee is only reguired
to put forward an order of merit,

Ezch members should draw up his own list independently befores
meeting in comnitise, He should slso indicate on his list

the extent of his knowledge of each officer listed,

Unless this is done the result could bs that the majority
opilnion is an vninformed one,

(i1} Esch succeeding grade fommsg itwelf into 2 comittee and working
in the same mannsr draws up & merit crder for the grade
immedistely jurdor, They alise consider the oxders of
merit for groups assessed. by commitiees of offiecsrs Jjunior
to themselives and should make such comments as they think
fit or alterratively prepare & separate list of their
OWTL,

{iii) Woen all crders of merit have been handed to the Registrar
{or H.Q, Divisionsl Officer) he usually ealls together his
senior offisers and they decide distriet (or H,0, Divisional)
merit orders for eéach grade, There will often be
difference of opinion between groups and it iz tha
Registrar’s (er H,D, Divisionsl Officer's) duty to probe
the reasonz for these differances befors coming to a final
mexrdit order.

(iv) Marks must then be fitted to the merit crder. For parposes of
. uniformity throughout all dspsritmsnts, the P.S, Commission
sots out marking instructions and the ideal distribution of
marks for sach grade, as a gulde,

(v) Wnen district marks are assessed tentatively, regional con-
ferences of Hegistrars meet &% Auckland, Palmerston North
and Christchurch and a meating of Head Office Divisional Officers
is held, Two membsrs of the Head Offics Co-relation Committee
attend all such meetings in company with the District Inspector,
The purpossz of the conf'erence is to arrive at a merit order and
marking for the region,

The marking and merit order are in sffect an assessment

of ths performance of each officer’s work, in coamparison with
others in his grade, A sepsrate mark, to reflect suitability for
promotion to the next grade, is also reguired,
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(vi} Following these conferences each Registrar or H,0, Controlling
Officer decides on the marks for his reports. The marks allotted
will gererally be those agreed on in the Regional Committes,
However, if in any particular case a marking officer is umable to
agres with the Committee he may recommend his own assessment, The
‘marking officer then completes and signs his portion of the reports
and attaches a note containing his assessed markings

(vii) The Head Office Co~relation Committee visits every district office
: and Head Office Pivision mccompanied by the District Inspector
and interviews every officer whe has been marked, Qfficers are
handed their reports and advised of the marks allotted by their
controlling officer prior to the visit of the Commitiee and they
have an opportunity of giving their views on their reports to the
Committee, Before leaving, the Committes discuss merit order
and marks with the Registrar or H,0, Controlling Officer, Scme
ad Justments may result, '

(viii) After all officers have been interviewed e marks- for
all districts are integrated and reviewed by the full Co=
relation Committee,

{ix} The Permanent Head then reviews each report, inks in the marks
and adds his signeature, He isentitled to make such adjusiments
as he thinks fit,

(x} The reports are issued to the officers marked and they
are given at least two working days to initial the report
and record any comment they may wish to make, At this
stage they are also notified of the number in their group
who are merked in each category i.e, "excellent®, "very good®,
Tgood™, ete,

This is an important part of the procedure, It is preferable
for controlling officers to hand reports persomally to staff

members, answer any immediaste questions and offer %to discuss

further when the officer has studied his report,

The contrelling officer may also comment on the report if he
disagrees substantially with the co-related marking,

(x1) - Any comments made are considered by the Permanent Head who
adds his comments and the report is returned to the officer
concerned for noting., The campleted reports are then fore
warded to the P,S, Commission together with lists of marks,
graphs and other statistical data, '

(xii) Bvery report is carefully examined in the office of the P,S,
Commission and the reports are then placed on perscnal files,

{£) Reporting Officer’s Responsibilitiess

The success of any reporting system depends to a large extent upon the reporting
officer, :

He shouldi-

(i; Make a2 careful study of the report form and instructions,
(ii) Undertake the task free of interruptions,

(31i1) Make preliminary assessments and review after a few days,
(iv) Confer with his senior officers,

More jmportant still is the attitude of mind with which he approaches his work,
It is not a mere matter of routine, but an onerous task which requires the utmost
accuracy. Reports should be made not inferms of a mans rersonality and traits, but in
terms of what he does and particularly what effect he has on the persons with
whom he comes into contact - his seniors, his ffuniors and the public,
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Sane of ithe tendencies which the normalygggws in judging other people are
to judge them by the feslings they arouse, to judge them by externals, to judge
them in terms of one's own daily habits, %o judge them in terms of knowledge gained
only through one's persomal contacts, to select some facts and ignore others, The
reporting officer should endeavour to arrive at a fair Judgment of the men, o
No officer should be marked onfhe basis of some isolated incident in his caresr,

The reporting officer rsquires to be just and impartial, to have a sympathetic
understanding of staff and o display judgment and couragd. .

(g) The Officer and His Reports

A1l officers should make themselves familiar with the repofting'system,

Reports should be handed out as privately as posaible; - They should ba‘considﬂred
carefully, Few people are completely satisfied with both the marks and the comments
oh & report and there is often instinective resentment at being assessed by another

persorn., o -

 If some aspect of your report does  "get. your back up"” don't rush straight
-in %o the controlling officer and have it out there and then, 8it on 1%t for a
couple of days till you cool down, Try to assemble reasoned arguments to support
your case then put them forward without heat, ' o

(n) Conclusiou.

(i) Assesgment of staff is a continuous process not tied solely to a formal
: written rating at regulsr or irregular intervals, :

(ii) Our system of formal reports is by no means perfect but is probably
. the best that has so far been devised and used here, Most will
agree it is preferable to no farmal ratings at all, but is just
- as clearly open to further improvement which should come in the
light of experience,

-_ﬁeporting on staff is not a new idea as witness this quotation from the
“beginning of the eighteenth century - "The Bailiff of Westminster hanged
himself, Hs had an 1ll report.” : : :

John Evelyn, *Diary®.

IMayI‘I?Oh




WHAT DO_PHOFLE WANT FROM
N THEIR WORK?

The total satisfaction a person obtains from his job is the true yardstick
of its value to him, Wages are a direct reason why most of us work as it buys
us satisfaction in the form of both the necessities and luxuries of 1life and
is the tahgible evidence of recognition and a source of pride,

Total jJob satisfaction depends not only orn the money received but on
satisfactiors that result fromfhe attitude and efforks of the employee Himself,
his fellow employees, his supervisor.and his employer, The satisfactions above
and beyond that obtained from wages may take the form of such things as:-

Pride in work :
Congenial fellow workers
Pleasant surroundings
Gooed working conditions
- Good supervision - ' .
~ Opportunities for training and advancement

The supervisor who wants to get top production helps his employees to achieve
.at least some of these additional satisfactions,

WHAT SHOULD BE FXFEGTED OF THEM?

o "Morale results not from giving people something but from making proper demands
upon them, %o win the psychological rewards of achievement, -

The recommended procedure is to set high stardards and goals for your group,
‘both in amount of work to be caupleted and in excellence of work, - let each
individual know that you expect much, show your confidence ‘in his ability to

. produce more than the minimm and by good leadership meke it possiblé for him to
~outdo himself, ' : '

A supervisor who expects little of his employees either lacks the competence
necessary to leadership or ldcks confidence in his employees! ability which
insults them and discourages them from doing their best, If'y on the other
hand, he expects a great deal his confidence in them will be regarded as a

compliment and his competence will be acknowledged by willing co~operation,

- Just what should a supervisor expect? There are four things whioh'éfény_'
supervisor should expect from his employees; if its known that he expects thenm,
and if he provides the proper leadership results should prove gratifying,

First, that they meet high quality and quentity standards and a 1ittle bit more,
. Second, that théy maintein congenial personal and business relstions with ail

members of the group {and with other groups) and support spontaneous natural
discipline, ' - ' = . -

Third, that they become incréasingly useful to the group, taking on increasa&
responsibility and requiring less supervision and instruction.

Fourth, that they offer helpful suggestions and make every attempt. to solve
problems and minimise difficulties rather than build them up and creste trouble,

And a Little Bit Mope:

There are certain standards of quality and gquantity that cannot be relaxed
without inviting inferior work in the future, As. .a supervisor you should not be
satisfied with the bare minimum, The team that's really a success produces work
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that meets the requirements and a little more that 1ifts it out of the mediocre
class,

And how do you get these plus results? Certainly not by expecting fair or
average work, Not by being easily satisfied, nor by relaxing standards so as
to let inferior work get by,

Raise the standard for your team above the level of that required,
Then meet this goal with plenty of margin to spare, Expect high quality and
quantity and expeet it at all times, But be sure you have been a good
enough leader to provide your employees with everything they need to
reach the objective,

If you expect much of your workers, they im turn will expect much of

you. Your reasction willbe the same as theirs, Meeting their challenge
will develop in you invaluable capabilities as a supervisor',

(Extractéd from "Practical Supervision® by P.J.Kalsem)
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GENBRAL RESPONSIBILITIES

Under thig heading the following sibjects will be considereds-

1. ;Acceptance of respon31b111£y
2, Planning the job , :
‘3. Looking for improvements in work methods and proce&uras
4, Keeping costs down to a minimum
“ 5. The issue of instruciions
6o . Checking up on the work
> 7. Collaborating with colleagues
8. Office Routine

ACCE{?TANCE OF RESPONSIBILITY

As a supervisor you must be prepared to take full responsibility for the work
of your section, You sometimes hear it said of a supervisor "He's all right but
he won't take full responsibility". IF work passes through you, then you are
resporisible if it is found to be incorrect, You are also responsible for work
carried out on your section which does not pass through your hands and you must
ensure that such work is being done correctly, This entails, firstly, seeing
- that staff are fully trained in the job and, secondly, making test checks occasionally

to see that the work is being properly carried out, .

If you are a "firss line" supervisor your checking of work must be thorough,
You cannot efford to take anything for granted, Vhen checking benefits and pensions
look carefully at every form and read every letter, Always check up with the
position at last application, renewal or review, Look through the whole file wnere
necessary, OSee that you follow up cases where a decision is given subject to
further verification being made,  Take cars to check that all actions have been
campleted when placing records to file,

The Inspectorate do report on some sections that they find nothing wrong
‘with the work, and it should be your aim to receive such a report on your, section,
Go carefully through inspection reports on your section's work and take - epa to
" ¢close all tha gaps, : '

£ you are checking work to go to higher level don't lsan on the fact that
someone elge will be looking at the case, Your seniors have a number of sections
under their control., They have & right to expect that all the facts have. baen
- obtained, that all details of submigsions are faclually correct and that &
reaaonable recommendation has been made. '

Avoid leaning too heavily on your SGnior officers; teke responsibility
for minor decisions yourself, Don't be & "Yes" man, Your seniors will appreciate
reasonable arguments raised against their decisions and ideas, (It is equally -
important, of course, hot to be a "No" man always finding fault with policies
and directions received frem abcve') . '

A word of warning is issued here to all supervisors, Beware of being
bypessed, Make it clear to your staff that you are responsible for the séction's
work and that you expect them to refer their work problems to you at ell times,
Let them sse, howsver, that you are prepared to refer problems to a higher level
when necessary.
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"

A supervisor should aim at being able to say when he leaves a section
“that it is betiter organised and more efficient than when he came on to. it,
Our offices would stagnate sntirely if supervisors tock up the attituds
"What was good enough for my predecessor is good enough for me, I will be off
.the section after 12 months anyway". There is a responsibility on every
supervisor to improve methods and incrsase efficiency,

ALWAYS, be willing to take more blame for failures than you do praise for
success, .

PLANNING THE JOB

Planning and replanning the work of the section is a continuocus process,
We can lock on planning as "thinking ahead%- to tomorrow, next week, next month, next
year, We have toc plan the training of staff to fill gaps which may arise on
account of leave, sickness, or other emergencies, We have to plan jobs assigned to W%
the section and adjust staeff loads in keeping with work fluctuations, Every
supervisor must "think ahead® regarding the work of his sectionc Plaming
substitutes ”thlnklng”?ar’ﬁmrry“o

JOOKING FOR IMPROVEMENTS IN WORK METHODS AND PROCEDURES

The ability to criginate and develop ideas intelligently and to make constructive
suggestions and improvements is ons of the most important factors in good supsrvision,
Time spsnt iplnnecessary work is wasteful, Using out of date, ensrgy consuming
metheds is Just as wasteful, ©Staff respond positively to supervisors who eliminate
unnecessary work and improve methods,

Routines of work are a good thing and very necessary, The danger is that they
become so fixed that necessary charges are not made, and even new supervisors
are apt to accept things just as they find them . We mst constantly lock at all our
routines of work with a critical eye and sesk improvements to meet pressnt and
changing conditions, Develop a questioning attitude and use your imagination about
vour job.

Here is a quotation from the film "Stephen Bamner , Supervisor® on Work Methods,

"Every work process has three aspscts; first, transportation -- moving the
vapers from one action officer to another; second, storage-while papers are awaiting
-attentiong third, action -- actual dealing with the papers by the action offieer,

Analyse this work flow, See that transportation and storage times are reduced
to a minimum, Simplify the work process; eliminate unnecessary steps,

Organise your staff, Make your staffing errangements flexible,
The action officer may hawe tooc much to do, Give him help —— cut down storage
time, Distribute work evenly, Don‘t have one man idle when ancther is overworked,

See that your office layout is based on a logical workflow, Eliminate waste
movements, Arrange your staff so that work can proceed in order and every man
has what he wants near him; and Supervisors must watch staff comfort - such
problems as light, air, space, and noise,"

You will find that the work will go through your section best when storage space
on the section for files and papers under action is down to a minimum, Staff have
to push the work through if there is ne room to hold it, It is bhad to
have pigeonholes in filing cabinets or on the desk where files and other papsrs
under action can be placed, All work should be held on the desk, It should never
be held in desk drawers. Ssts of trays are best flat on the desk and not up
on stilts, so that files can be stacked underneath ., Working behind a contraption
on thgfesk narrows the vision in more ways than one and mekes superivison more
difficul®d, Stationsery cabinets preferably underneath the desk can be used to store
forms,
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A5 a gensral principle it is advisable to have all records (files,
cards, otc,) as near as possible to the staff using them in order to reduce
transportation times to a minimum,

You can play your part in simplifying work and improving methods, Have
a look at the work of your section along the lines suggested in the questionnaire
given in Appendix B, . Submit your ideas to your seniors or under the Suggestions
Scheme if you cannot implement them fully yourself,

See that you work out your ideas fully. Obtain all the facts and analyse them
carefully, Have an answer to all likely objections,

If you are placing a new method into effect, obtain the ideas ard the co=-
operation of your staff, Have a trial run where possible,

When submitting suggestions higher up remember that it is nmatural in us all
to resist change so that senior officers lock very criticsl 1y at new ideas, In
soms cases they may have been responsible for instituting the very system you
are proposing to alter! Furthermore, they know that a change of methods does not
always provide the improvements claimed for it and new problems are often created,
Remember the film "Stephen Banner Supervisor® again. "Den’t be tooc easily
disheartened, Try to sell your idea if it is a good one®,

KEEPING COSTS DOWN TO A MINIMUM

It is as well for all of us to remember as supsrvisors that we have a responsibility
t0 keep administrative costs down to a minimum compatible with efficiency or in
other words to get the 3ob done as economically as possible, When we compare
Government Departments with private businesses we find that the differences are not
very great, It has beenbtated authoritatively that they are 90% identical,
The costs of running a business are very much before the minds of businessmen, The
cost to the taxpayer should always be before the minds of superv1sors in the
Public Service,

In bringing forward a new idea remember that the cost factor is important,
Saving the need for one officer may mean £1000 a year saved in administrative
costs, There are smaller items such az overtime, stationery and toll calls where
superviscrs should constantly consider the cost and economise where possible,

One writer says "Nothing is wider of the truth than the belief that
GFovernment exists.for service and busihess: for profit, Bach is interested
1n both",

THE ISSUE OF INSTRUCTIONS

Instructions issued must be clear, concise and in logical sequence, It is a
gcod idea to use Job Instruction methods in giving verbal orders if they are at
all canplicated, i.e, ask the person concerned to repeat back what he has been
instructed to do. This lets you know whether he has absorbed the instruction.
and you can check also whether anything else should be added. '

Por longer instructions suggest that writiten notes be taken, and allow sufficient
time for them to be recorded easily, You can ask the person to repeat them back |
and check that they are completey where necessary,

In time people get used to repeating back insiructions received and do it
automatically,

You can uge these methods when receiving instructions yourself,
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Greater co-operation is obtained if orxders are given in the form of a
courteous request "How about doing this,¥ "Would you find out®. Its the friendly
way of making assigrments, A quotation on the subject of communication may help
vou to understand it,

" Two-Way Compunication”,

" The problem of communication is not a simple one, The problem of communication
is net merely to provide an opportunity for person & 1o say something to B and for B to
say something back to A, Bach of them is concernsd that the other not only hears what
he says, but also accepts it, integrates it into his view of the world, and acts on
it; rather than distorting it;, rejecting it, or hiding it away.

One of the easiest mistakes to meke in the practice of communication is to feel
that because we have heard ourselves =ay something, the other person necessarily har
heard us say it too, ard moreover, has heard much the same thing that we heard
ourselves say, The steps in the normal communication process probebly usually go
something like thiss Suddenly A thinks of something. .He thinks "I must tell B
so=-and-s0,® He goes over to B and says "So-and-so®, At this point A is quite
apt to ve through, He has put the idea into words, He has got it outside himself,
and he has hesrd it out there, so he usuvally assumes that it has taken the next
step - that is, that i% has gone from being outside A to being inside B. Consequently
& ig quite apt to walk awey confident in his communication, However, he may go
further, He may ask B "Do you get it?”® or ®Is that clear?. Now, by and large,
these are questions to which B is only allowed to answsr "Yes®; for B to say
anything else suggests an inadequacy in him, so  the answer is apt to be

. drrelevant to the communieation, However, even if B is a strong character,
and his "Yes® msans actually "Yes , I do understand what you said”, he still
can only mean "I understand what I heard”, not "I understand what you heard
yourself say®, If the communication i= of any importance A must have more information
than this; he must know something of what B heard,

At first glance this seems to make the problem of communication almost impossible,
On the one hand, we are apt to think that no serious misunderstanding will arise if
A assumes that B heard A say the same thing that A heard himself say, and on
the other hand, it seems very difficult for A ever to find out what B did hear, if
he can't trust the answer when he asks B, *Did you understand that"? Indeed, it is
difficult to communicate, We are probably saved mostly by the fact that there is
a very great tolerance in the degree of understanding that we require of one
ancthery very little precision is asked of most of owr comunications, However; it
is still possible for A to find out a good deal more about what B heard, Even though
he can’t trust B's response when he asks him directly, there are other techniques,
Ir A after he hazs made his statement, simply does not walk away, and does not ask
any questions, but only stands a moment in an expectant pause, he wilYereate a
sityation in which B is much more likely to tell him what he heard, 3B, feeling
that the matter is not closed, and that some sort of response is reqguired of him,
will probably either ask questions, revealing his conception of the communication
or repeat the gisPof it, so that A now knows not only what he heard himself say, dbut,
to some extent, what B heard”., ("Psychology in Management® by Haire),

Oral orders suffice for most instructions given by Jjunior controlling officers,
There is a very limited need for written instructions apert frogbur manuak and desk
files and any that are issued should usually be approved at a high level in the office,

If it is necessary to hold som®one strictly accountable the motto is, "Put it in
writing®, When clearly expressed, the written word cannot be disputed and will be
availaeble for reference whereas a spcoken order may be forgotien or its meaning lost as
days go by,

Where the sequence of an operation is highly important, written diractions ehalble a
man to do a job atep by step im the exact manner dssired, Writing is also bhetter
. than speaking where complicated details are involwed,
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CHECKING UP ON THE WOHK

Section clerks and more senior officers must not let their day to day work:

prevent them from checking up on all the work of the section to see that it is
being done expeditiously and well, As you know, beneficiaries and pensioners

are dependent upon us for their means of livelihood and every single case must

receive prompt attention, It is the difficult cases; which take a long time to

finalise, which are apt to be over~locked and placed in a "hard® tray and give

the Department a bad name, OChecking up is not the job of the Inspectorate; it is
" your duty as supervisor to see that anrk is belng done correctly and kept up

to date, Here are some ideas;

1. First thing each Monday morning is the best time fof Junior controlling
officers to check outstanding work of the section, Snap checks may
also be necessary at other times,

2, Section clerks in distriet offices are now required to submit
comprehensive work reports higher up, In small offices such as; say,
a district agency, where work reports are net prepared, a liast of items
can be kept on which ‘& check is made, ’

‘3,  Work reports are not usually so camprehensive that they cover ALL the
work carried out by ALL the officers on a section. It is thus necessary
for you when preparing reporis to make a check alsc on all other work
held on the desks of the staff of your section., In other words, the
weekly check must be a comprehensive one. You must be satisfied after
making it that all the work of the sectionds receiving adequate attentiono

If you are to retain the respect of your staff, checks on work held on their
desks should be made WITH THEM and NOT in tbelr absence, Only if you
suspected someone of hiding work would you take any other action.,

4, You must look through the files of outstanding cases to ensure that all
necessary action is under way, I} happens sc often that a case is held
up awaiting a reply on one point when all the time there are other
matters which have not been attended to, Look for opportunities to save
hold=ups in payment by putting work through subject to later receipt of
verifications or subject to verifications by phone followed by written
confimsation later,

5., The test checking of a proportion of any work carried out by your staff,
which does not pass through your hands, is a very necessary part of your
work as a supérviscr, More of this is required w1tb new staff or
with poor staff, than is ctherwise the case,

6. Look for the reason if work is not coming through to you, There is
probably a "block in the pipe® somewhere, '

7. And lastly, check up constantly when new polzczes or praocedures are
first introdueced,

Remember that a member of the Public Service Commission has stated "Failure
to make adequate checks is one of the main weakneasss of supervision in the

Public Service®,

COLLABORATING WITH COLLEAGUES

If you expect your staff to work as & team, you must be prepared to work
as a team with your fellow controliling officers, Toc of'ten you find a lack
of this team spirit and there are some people always locking for a chance to
run down their cclleagues,

Seek advice and assistance fram your fellow officers, and above all, be
- willing to give advice and assistance to other junior controlling officers,

Remember also that we can all gein a great deal by learning how the best
supervisors we know do their Jjotg
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OFFICE ROUTINE

An extract -ﬁ-_c"mthe staff training notes for junior staff on_the subject of office
routine is included as Appendix C, of this handbook. It is suggested that you
read these notes and use them in the training of your staff,
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DELEGATION

- INTRODUCTION TQ THE SUBJECT

On supervision courses some junior controlling officers have said "How does
this subject of delegation affect us? Qur duties have been clearly defined in
owr list of duties which we are expscted to follow", Iists of duties of :
graded officers, manuals and the procedure sheets on desk files are all aids
to delegation but these will not be used to best effect unless the principles
of delegation are understocd, ILet us take just one or two examples:

1» In some instances the lists of duties state that "3ifficult" cases are to

_ go to higher levels or that "difficult" applications and interviews are

- dealt with by the Section Clerk himself. The supervisor who makes the
mistake of overdoing delegation may lock on no cases as being difficult unless
a situatlion gets out of hand, The supervisor who fails to delegate enough
may wish to handle everything not absolutely routine or he may accept every
case which his staff wish to be rid of, The wise delegator trains his
staff so that they are able to deal with an increasing proportion of the
difficult work, : :

2, Emergency unemployment benefit reports are set dovn as the duty of Section
Clerks, Weekly, but a Section Clerk may train his staff to prepare drafts
of such work for him, Understudies may similarly be developed for other

- work, ' -

Much has beepfritten about delegation, Those who wish to make a full study
of the subject are recommended to read: "The Executive in Action™ by Dimock
(departmental library), A good general statement of principles is outlined
hereunder in an adapted version of an article by W,H, Newman, Columbia University,
It is suggested that all supervisors examine their own performance and that of
their staff in the light of what is written. The controlling officer who fails
to delegate sufficiently is often a conscientious and likeable fellow who must, -
however, mend his ways for the good of his health and his prospects of pranotion.
The one who overdoes delegation is not usually held in such high esteem, If only
he would do his share when others ace up to their eyes! ' :

DELEGATION .. WHAT ARE THE BAZRIERS,

Your Desk doesn't have tc lock like ar Obstacle'COursé:

Fany management practices are open to uncertainty and debate, but there is
substantial agreement on the desirability of delegation, Experience, especially
during World War 11, has shown a remarkable capacity in people down the line to
shoulder responsibility and get results. We also know that wise delegation
is an important training device and helps build morale. Yet, in many orgsnisations,
executives frankly admit that they do not deiegate as much as they can and should,

The malady is not universal, of course, The production achievements of
‘Government departments and business would not have been possitle without the
assignment of tasks - and accompanying freedom of action - to hundreds of
thousands of people. Still, in large and small organisations we hear:

"He's overworked but he won't let go',
"There's a good man, if only his chief would give him a chance”,
"Bverybody agrees it's a ons-mpan show, but we can't seem to break the pattern",
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If the obstacles to delegation could bs overcome in cases like these, the
resiliency and flexibility gained would add further strength to the organisation
and its structure, What, then, is the nature of the difficuliy?

Ty clarify the problem, let us set aside the cases where a senior officer at any level
does not wani to delegate, Some people are little Napolsons who can satisfy their egos
only by keeping 2ll the authority to mske decisions within their own hands, #lso,

a senior officer may hold such a ftight reim that the junior man does not dars delegate
further,

But what of the cages where effective delegation is lacking even though -
it is recognised as desirabls? All toc of'ten a controlling officer may give lip service
to dslegation and sincerely agree that it is desirable; but for some reason, the
right to éw decide - with corresponding responsibility and initiative - doss not
pass down the line,

A personal relationship.

Errective delsgation centres around a personel relationship between two
individuals; the supervisor and his immediate subordinete, The supervisor who is
accountable for achieving certain results, looks to the subordinate for the
paerformance of parts of the job, and toward this end gives him permission to take
certain action, The greater the freedom of action, the higher the degrse of

delegation, The subordinate, on the cther hend, accepts an cbligation to use his
talents to accomplish the mission,

In practice, this is typiecally & growing and shifting relatiocnship bLetwaen
the iwo mep, The freedum and initiative that the subordinate is axpectsd
to exercige can rarely be spelled out in detail; the substance of ths delegation
takes on refal meaning in the working habits that are dsveloped from day to day,
These habits and attitudss, in turn are shaped by the subtle interplay of the two
personalities involved,

The personal adjustments required for effective delegation camot be
oreated by an order from the Permanent Head or a page in the organisation manual,
Fommal statements about organisation have an influsnce, of course, as does
deparimental tradition, An organisation plan, however, does not become a
reality until it is incorporated into the behaviour pattern of the individuals
involved, This is the point where delegation so often breaks down,

A closer look at some of the tugs and pulls on the two people inveived in
delegation may reveal blocks to desired behaviour, The following list suggests
some of the common pitfalls. A controlling officer who is plagued with a
failure of delegation &t & specific point in his organisation may wsll find the
root of the trouble among these stumbling blocks,

Let us loock first at some of the reasons that supervisors sre loath o
delegate; and then turn ocur attenticn to common reasons that subordinates hesitate
to take responsibility.

Why superviscrs are reluctant,

i, Some supervisors get trapped in the "I-can-do-it-better-myself™ fallacy.

A man who is conscientiocus and has high standsrds of performance is neturally

tempted to psrform any activity that he can do better than his subordinetes, Assuming
that the supervisor really can do the job betier {which is not true quite as often

as he thinks it is), he must nevertheless reconcile himself to furning the job over to
someone whose performance will be "“good enough®, The camparison the supervisor has

to meke is not between the quality of work he or his assistant will do on the specific
task,. Instead, he should compare the improvement in perfcormance when he dees the work
himself against the benefits to the total operation when he devetes his attention to
planning and supervision, which only he is in a position to psrform., Only after a
supervisor accepts - emotionally and intellectually-the idesa that his job requires
getting most things done through other people will hs be able to make full use of
delegation, _ .
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2, lack of ability to direct is another barrier to successful delegation,

The supervisor must be able to communicate %o his subordinate, sometimes far
in advance, what is to be done, This means that the supervisor must

(a) thirk ahead and visualise the work situation
{p) formulate objectives and general plans of action, and then
(c) communicate these to his subordinate,

After the two men have worked together for a period of time, this process may be
extremely informal, but it is still 1mportant that these three key elements
be presend,

All too of'ten supervisors have not cultivated this ability to direct,

Lack of ability to train staff alsc cones under this heading, In order to
- delegate, the supervisor must be able to train his staff in the work. He must
encourage staff to find the answers to their problems themselves -~ but always be *
approachable, '

3« A third possible bleck to effective delegation is lack of confidence in
subordinates, The supervisor hesitates to turn things over to his subordinate
becauses

"He'll teke care of the details all right, but miss the main point®,
®L'm not sure of his ju&gmsnt in a pinch",

“He has ideas, but doesn't folleow through®,

"He's too young to command the regpect of the others‘*e

Whenn this kind of situstion is open and recognlsed, thetemsedy is clear:
Either training should be started immediately or if this is impracticable a new
subordinate found., It will be found invariably that staff respond to responsibility
with better and more careful work,

Often the situation is by no means so clear cut, however, The lack of confidence
may be subjective and almost unconscious., When this is the case, the supervisor
may give 1ip service to delegation, but in the actual working relationship won't
let go, :

4., A related obstacle is the absence of controls that warn of impending difficulties,
Problems beyond those covered by the delegation may arise, and the supervisor
raturally wants to avoid being caught with no warning, Consequently, he needs

some check on what is going on, Such information is also useful for counseling and
for appraising final results., While care must be taken that the control system

dces not undermine the very essence of delegation, it is also true that the

supervisor camnnot completely abdicate his responsibilities, Unless he has
confidence in the controls, be prdbably will be cautious about delegating,

5. Finally, the supervisor may be handicepped by & temperamental aversion to

taking a chaneeg, Even with clear instructions,; proper subordinmtes, and

sdeguefzcontrols, the possibility still remains that something will go wrong.,

The greater the number of subordinates and the higher the degrse of delegation,

the more likely it is that sconer or later there will be trouble, The supervisor

who delegates takes a calculated risk, Over a period of time, he expects that the

gains from delegation will far offset the troubles that arise., Until the supervisor

sees this chabacteristic of his job, and adjust to it emotionally as well as intellectuall:
he is likely to be reluctant to delsgate,

These five obstacles to effective delegatiophre all related to the attitudes of
the supervisor - the man who is doing the delegating, Fortunately, our aititudes
can be modified, at least in'intensity, by conscientious and continued effort
towards self-improvement,

"Why subordinates are reluctant:

Delegation, as we have said, is a two-sided relationship, BEven when the
supervisor is ready and able to turn over authority, there may be reasons that the



subordinate shrinks from accepting it, Something within the subordinate himself

or in his relationship with his supervisor may’ bedome & block. ILet us look at some
iikely diffioulties on the part of the subordinate,-
1, Often the subordinate finde it easier o ask thagsupervisor than decide for himself
how to deal with a problem, Making a wise dedision’is usually hard work, and men are
perpetually seeking formulas or short cuts to avoid this labour, If & man finds that
hs can teke a half-haked idea or a problem to his supsrviscr and get an answer, he will do so.
In addition, making one's own decisions carries w1th it responsibility for the outcome,
Asgicing the supervisor is a way of sharing, if not% hlftlng, this burden, Over a period
of time, asking the superviser becames a habit. and %hgﬁan becomes depenaent on his
euperviqor rather than on himself, 0 .

‘x .
1- “

& habit of taking all the non-routine and tough problems to the supervisor can best be
broken by an sgreement between the two men to‘m:gd their ways, I¥.the practice is of
long stending, perhaps the controlling officer will have %o resort to stubborn refusal
even o give advice, Then, afier a period of “throw him in the water and lot him swim"
z more hsaliby coaching relationship can be establlshedo The distinctiomgamong advice,
decision, and orders will, however, remain slippery; and the supsrvisor must constantly
be on his guard not to let his advice undercut the initiative and responsibility he is
striving to builde

2, & senomd fa . : , , &7 on
cof crltlclsm for mlSu&kqu A great deal deperds upbn the nature of the crzt'!oz.sm°
Negative ecriticism is often resented where construcﬁlve review might be accepted,

"Uareasonable” eriticism is likely io evoke an even sharper reaction, Unreascnableness
in this situation, must be defined in terms of the subordinets’s feeling, If he feels
that unfavourable results were beyond his control, that his dutisg and authority were not
elear, *that his actions were wise inferms of the situation as he knew it at the time,
or tHat he was not given an opportunity to sxplaln his sids of the story, the criticiam
will bave 2 disheartening effect,

Negative or unreascnable criticism that embarrasses a man before his fellow workers adds
salt to the wound, There is a direct impact of such criticism on a man?s willingness to
take on new responsibility, He will naturally be inclined tc be cautious and play it safe,
i7 he has learmed from experience that teking on more risismay result in embarrasing
and wwarrankdbriticiam, His feeling is, “Why should I stick my neck out?¥,

3. Most men hesitate to accept responsibility when they believe that they lack the
necassary information, resources or authority to do a good job, The frustrations that
ge along with inadequate information and resources create an attitude that might convince
the man to rsjeckt further assigmments,

To obtain the best resulits authority must be équl to the responsibility vested in a
person when s delegation is made, Such barriers mekes effective delegation @ifficult
indeed, ' i no

4o A fourth cobstacle o accepting responsibilitynis;simpig%%he subordinate may

already have more Work than he cam do, True, such an overlcad may be the man's own fault;
for example, he may maks poor use of his time, But from the point of view of his willingness
to acespt regponsibility, the causs of the overwork is not the critical point, If he already
feels overburdened, he will probably shy away fram new a331gnmsnts that call for thinking
and 1n;t1&t3va, : " .

He Iack of 531fmcbnf1dence stands in the way of same men's. sccepting responsibility,
The SUpPErviscr Lelieves the man can do the Job and 15 willing to take the risk
of the cutcans, but the worker is unsure of himself and doesn’t like to take the

plunge, Ordering the men to have self- oonfidence will have little effect, In many
cases, however, self=confidence mdy bé developed, by carefully providing experience

in inereasingly difficult problems, 0 help the man.ssnse his own potentialities.

To e sure, some men may not have the psychological rmakeup to carry heavy:
responsibilities - but here agein, World War II provided us‘with many examples of far
greater latent ability than appearsd on the swrface,

6, Fipally, positive incentives may be inadequate, .As we have already ncted, accepting
additional responsibility usuelly involves more mental work and emotional pressure.

I the ranks of some organisations, there is some social stigma on the "eager beaver
who is pushing to get ahead, Also there is more or less risk of failure; failure is
unpleasant and may result in embarrassing remcovel from the Job, Feoér these reasons,

¥
]
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there should be positive inducements for accepting delegated responsibility,

These inducements may itake any form, such as pay increases, better perscnal
reports, recognised status in the organisation, more pleasant Working conditions,
additional power, personel recognition and approval by respected members 'df the
organisation, and other rewards, both ftangible and intangible, The important
point is that the person affected by delegatiom should be provided with a positive
incentive that is important to him,

A matter of adjustment:

We see, them, a variety of possible reasons that a subordinate may hesitate to
accept new responsibilities, These and other points that might be added to the
list emphasise the need to think about the individuals involved and the factors
that will affectitheir reactions to any change in the delegation of authority.

Fortunately, many delegations encounter none of these obstacles, and in other
situations there mey be only one or two points that interfere with effective
delegation, In any case, the list suggests potential difficulties to watch for,
and provides a frame of reference for analysing the problem,

The main thing ¢ FememBeryds. that carrying out such plans regquires people
to adjust their attitudesy behavicur patterms; and relationships, Such
ad justments are a normal occurrentse in society; bult we must recogniss that they
take time, and that some people are more adaptable than others, Our hest plans
will came to naught without these personal adjustments,

 Delefation of Responsibilitys

The process of delegation creates a responsibility on the part of the assistant to
carry out his assigmment, With delegation must go trust or he will not develeop,
But the delegator is not relieved of any of his respgnsibility., He is still responsible
and beccmes responsible for the action of his assistant as well, This aspect of
delegation has been clearly, if a bit sarcastically, suggested in the following
sumnary of apbxecutive's jobir

"As nearly everyone knows, an executive has practically nothing to do, except
to decide what is to be done;y to tell somebody to do ity to listen to reasons
why it should not be done, why it should be done by someone else; or why it should
be done in a different wayy tc follow up to see if the thing has been done; to
discover that it has been done incorrsctlyy; +t0 point out how it should have been
donef to conclude that as long as it has been done, it may as well be lef't where
it isgy to wonder if it is not time to get rid of 2 person who camnot do a thing right;
to reflect that he probably has a wife and a large family, and that certainly
any successor would be Jjust as bad; and maybe worse; +to consider how much simpler
and better the thing would have been done if one had done it oneself in the first
place; to reflect sadly that one could have done it in twenty minutes, and, as
things turned out, one has to spend twe days to find out why it has taken three
weeks for sameone else teo dd it wrong,®
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. YUBLIC RELATIONS

(Notes vased partly on the P.S.C, Staff
Training Manual on Public Relations,)

Public Relations at the Individual levels

Public relations occur at all points of public contact and are therefore
usually an individual concern, This fact greatly increases the difficulty of
controlling and maintdining standards, and also presents a special training
problem, . The idea that public relations invariably involve face~to-face contact
1s, unfortunately, still prevalent in the Service, Far too often it is agsumed
that counter staff, receptionists, and interviewing officers are the only groups
needing special training inthis field. Obviously, the interview, the telephone
and correspondence are all media through which ideas sre communicated and '
impressions are received, )

For the individual officer, public relations are resolved into a matter of the
impressions - good or bad - he makes on the Department's clients, Good manners
do not, in isolation, constitute good public relations. Courtesy must be backed
by efficiency, The four components of good public relationg at this level are:-

1. Unfailing courtesy.,

2. Prompt service,

%, Accurate information.

b, Evidence of a genuine desire to assist.

Efficiency does not originate in a vacuum - it is strictly the
product of training, The erronesous idea that good manners and
good public relations are synonymous terms has undoubtedly
been responsible for =ame apathy towards training in publie
relations, :

 The aim o public relations is not limited to conveying good impressions of the
employee's personal attributes; the main object is still the creation of favoursble
public attitudes towards the Department itself, This will result only if all
officers are careful to give full support to the current policy of the Department
in all their dealings with the public, If they encounter criticism of this policy
they should defend, not dsprecate, the Departmental line, which is formulated ohly
after a full consideration of all that is involved, Any criticimsm received which
- indicates that a review of policy is required should, however, be referred higher
up. . The Department's Administration wishes to be kept informed of public opinion
regarding its policy., The importance of this type of "positive" public relations
at the Jower level should be continually stressed to junior staff.

Employees Ropresent their Organisationg

The people judge the Public Service as a whole on their personal dealings
with individual public servants, If the counter steff of the Department is
 inefficient and discourteous, the public will naturally assume that the whole
Depariment is tainted with the same failing. Nor is a good impression made when
members of a staff chat in groups in view of the counter, particularly when
there are people waiting for attention, Any appearance of idleness may provide
ammunition for someone to complain of an overstaffed Government. Department,

Our Department relies on the goodwill and co-operation of the public in
order to attain its objectives, Nothing could be more detrimental to the work
- of the Depariment, than the impression that its officers are prepared to do Just
so much as they are obliged to do and no more, Up-to-date and correct information
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must be given to members of the public, Wrong information is worse than none

at all, If the answer tc a question is not known, it is much better to admit the fact
and then to set about chtaining the reqplred information than to profess knowledge
where none exists,

An inconsideraie and tactless approach by a single employee sven if the action
is itself within the law, is to many people-an umistakable sign of "bureaucracy",
It is neither expected nor desired that public servants should be abjectly subservient
in dealing with the public, but it is expected that they be courteous, and so dispel
any impression that the Public Service attempis to bs the public'!s master rather than
its servant,

Approach to the Publics

It ia on the service given over the telephone, through personal interviews, or
through our correspondence that the Public Service is largely judged by the
public, If we displey fect and initiative in all these dealings;, the public will
feel more Kindly towards the service as a whole,

Scme members of the public are admittedly "difficult"™ people; but we should not
sun them up toc hastily without first of all trying what tact can do,

We should show our tact, avoid arguments and discuss points in agreement first;
and them gradually and diplomatically, lead up to the poirts at issue. By
being considerate of the public®s point of view and opinions, and never telling a
member of the public directly that he is wrong, we will be less likely to antagonise
that person, But if we sre wrong ourselves, we should admit it quickly and emphatically,
and we will impress the public by our fairnsss,

We ghould keep in mind that what looks like uncommonly had manners in othérs may welx
be due to worry or illness, and do our best not to let the “problem" people ruffle us
into anger, If We remainh-cAlm’wé have thé advantege; if ws lose our temper, we lose
control of the situation,

Callers at our offices will not be as familiar with procedurs as we are, 0Official
phraseclogy may be bswildering to them, OUr pérhaps theyleve doubts and difficulties
which our sympathetic attitude may help to ease,

We should take the time to explain details carefully; steer clear of
Departmental " jargon®; be considerate, And even if we are not able to give the
answsrs ourselves, we can be helpful in directing the caller %o the person with the
aNnsSwWerd,

The Right Pergon for the Job,

Allocation of staff for the counter is cone of the most responsible of all the
duties of a Controlling officer. On the choice of the right person for the Job depends the
happiness and efficiency of the whole staff and the quality of the service they give
to the publie,

It is essential to see that those who are delegated to serve the public directly
are soundly tutored about the nature of their work, amifully equipped to answet
all the questions that may be asked, Experience is helpful, but knowledge is
essential, if the officer is to approach the job with confidence,

Where possible, counters should be manned by fully trained staff at all times, The )
counter should not be regarded as a training ground, as partially trained staff
cannot be expected to give full servics to the publie,

Finally, it should be remembered that a change of duties is often refreshing
and that if signs of boredom or lack of interest are noted among members of the
staff, then & switch of jobs between counter and general office will in most cases
result in a rige of spirits and a general improvement in the standard of service given
to the public,
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The Supervisor's Responsibilitiess

Junier contrelling officers are responsible for the service given to the public
by their staff, Here are some of the things you will have to do to ensure that
your staff are maintaining geod public relationss

(2) Make occasional checks on telephone service on your section, Give training
as necessary in the use of the phons, Refer to the notes on telephone
usage in the Department®s handbook for new appointees,

(b) Give advice and training to your staff in the best methods of interviewing,

By example and precept always impress upon your staff that callsrs at our offices
am not interruptions to owr work - they are our work,

Ensure that FYROMPT gervice is given always, It is so easy for attention to
callers to be delayed especially if they are out of view,

(c) If you are ih charge of the counter, check constantly on the service given
papecially at busy periods and during lunch and tea hours, HMske sure that
when staff are placed on counter duties they rread the notes on counter
service in the handbook for new appointees, . Gb over the notes with them,
@ive advice on such things as when to complete forms for beneficiaries and
what 2o do about inquiries to see the Registrar,

Remember:

A dissatisfied customer of a private firm can always go elsewhere, He cammot
do that in his dealings with a Govermment department., He has no altermative
but to deal with the Department/if he is, trested badly he will broadcvast his
grievances much more loudly than he would about a private firm,
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SOME GENERAL NOTES. ON INTHERVIEWING

(Based on an article receivea
through the office of the
Public Service Commission),

1e Introduction,

Interviewing ig a subject on which all who have taken part in interviews on
either the 'giving or receiving ends! have definite views, Those with some
experience may agree that interviewing is an art rather than an exmct science <
a speéial branch of the art of conducking human rélations, a very important
phase of management - and therefore it is not possible to lay down infallible
rules which by otir teking a pinch of this and a dash of that will trensform
us into expert interviewers, ' ' '

2, How often do we use_ the Interview:

 Social existence today is full of interviews, and in many activities _
indispensable to modern life, the interview in one form or another plays a part’
and frequently 2 most important part, To taks a very simple example from every
day life = If you go to the butcher's to order some meat you ocannot be said

to interview him, You might reasonsbly be said to do so if next day you call om
him with the express object of complaining that the meat was tough -

But, thinking of the use of the interview on a rather higher plane, the
‘origin of its modern usage seems to have been the newspaper interview,

Today, howsver, there are many others besides the journalist who find the
~interview an essential part of modern working life - the social investigator,

- the police officer, the public servant, the bank officer, the camsercial man,
the professional man, and so on, Each of us interviews or is interviewed daily
by callers at the office and staff, ' '

With the interview being used over such a wide field, it is only natural _
that interviews for different purposes vary somewhat as to thé methods adopted,’
Viewing the interview broadly, however, it may be saild that _ '
it has three purposes wilthin each of which the methods are conatant,

_These are -~

(a)  The interview to collect - Journalist interviews,
~ facts end opinions ' interviews connected with
' Market Surveys, Sccial
surveys, Govi, surveys, ete,

() The interview for the selection A specialist type of inter- =

or rejection of applicants for view in which assessments of -
employment personality is one of the
chief cobjsctives,
(c). The interview to obtain or Thies is the commonest fomm
provide information {and in of interview and the one on
many cases a decision) to which there appears to have
e member of the public, your : been the least ressarch undertsken,
staff, sto, : ' :

This last is the interview with which public servants, bankers, commarcial
men, and professional men, are most commonly concerned, and is the typa of
interview now bveing considered,
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3. Special Characterigtics of the Interview,

4n interview is a fomm of communication; so is a letier or a telephone
conversation, but what is it that is specially charecteristic of the interview
itself, marking it off fram other forms of human communication?

& dictionary definition of an interview is "a meeting of persons face to face
espscially for the purpose of formal confersnce opfoms point™, and it will probably
be agreed that.nothing would be an interview which aid not involve a meeting of
individuals face to face, DBecause it is a meeting of persons face to face it
involves a relationship of two or more psrsons who employ as a medium of communication
the faculties of speech and sight, The dictionary definition also makes mention of
the formal maturs of the occasion, The interview must be embarked upéon with the
consciousness that it is a meeting arranpged with the object of accomplishing some
purpose, the attalmment of which usually requires the giving of information by
one party to snother,

Le The Coqggnent Parts of the Interview,

Bvery interview, whatever its use, is made up of the same component parts, anﬂ
its shape, whether it is plamned or not, evolves around an object which at the
beginning of the interview may be cbscure but becomes apparent with the development
of dicussion. Imagine an interview as represented by a circle in the centre
of which is an obscured pinpoint pressnting the cobject, Think of the circumference
of the cirels as the experience of the-interviewer conducting the interview
through the arcs of s Preparation, Reception, Introduction, Discussion, and
Observation, Conclusion and Reporting,

Discuszsion
&
Observation

(&)

INTERVIEW.

When conducting an interview each of you, whether consciously or not will, in
fact, trace the circumference of the c¢ircle., The time spent in each arc of the
circile varies according to the type of interview,

Similarly, each one of you will use the interview for basically the same reasons,
Tou interview a psrson either -

(a) To learn something from him, or
{b) To tell him somsthing, or
{e} To advise him in order to influence his actions,

Any interview may be employed for one or all of these uses,
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5. The technigues of Interviewing,

Theose of you who are experienced interviewers will know that whatever the
purpose of the interview the first attribute to success in the art of interviewing
is a fundsmental interest in people, Without this an interviewsr cannot
enjoy his work,; nor use all the resocurces of his own personality to develop the interview
as a more adequate medium of communication than letter writing., You will also know
that the art of interviewing is a personal one partly natural and partly acquired,
This is brought home forcibly when we look at the necessary qualities of a successful
interviewer; as well as sound knowledge and the gift of inspiring confidence, they are
courtesy, patience, tact, tolerance, understanding, judgment, imagination,
forcefulness where necessary and powers of cobservation, Being aware of the extreme
complexity and variability of human nature we know that no two expert interviewers
are alike; although they may possess all those qualities 1t Will be in differing-
degrees,

It follows, therefore, that one of the most difficult tasks im teaching techniques
of interviewing is explaining your skill to cthers,

Through practical experience one develops one’s own technique of interviewing which
bears the impress of one's own personal characteristics and the sensitivity of person
to person is, an inherent and unteachable quality. Experienced interviewers
amongat you, however, will perhaps agree that you have acquired some of your finer
technique through trial and error in practical experience and that to same degree
you can assist your less experienced colleagues to aveoid same of the more obvious
pitfalls of interviewing,

Cne can therefore learn something from the experience of others; but this side
of the technique of interviewing is so closelybound up with the personality of the
interviewoer and his ability to be interested in people that success in the main can
only be attained by experience and by suitable development of one’s persomality,

On the practical, as opposed to the personal side of interviewing, however,
there are certain techniques to which an interviewer, whatever his personality
limitations may be, can with advantage pay particular attention,

Iet us take another look at ocur component parts keeping in mind that we have to
provide not only for interviews by appointment but also for casual callers,

6, Preparation,

(a) Every effort should be made to make the Department's premises as
attractive as possible to the visiting public and in achieving this a great
deal depends upon the ingenuity of officers in making the best of the
reception facilities in the pramises for which they are responsible,

{b) There should be clear notices directing the public to wvarious sources of
enguiry,

c) Interviewing rooms should include upright as well as low chairs (elderly
people avoid low chairs generally) and a writing table,

(d) It is essential that an interview be conducted in private,

{(e¢) In general the infterviewer can arrange his table and chairs as he wishes
and it is generally agreed that the light from the window should fall evenly
between him and the person being interviéwed, and that the latter should sit

at the side rather than in front of the interviewer's desk and that all parties
of the interview when seated should be approximately on the same eye level.

Tables should be clear of all unnecessary papetrs, and the use of the telephone
should, as a general principle, be restricted to calls connscted with the interview
in progress, Everything should be done to avoid ‘interruptions dwring an interview
by incoming calls or by other members of the staff,

Somtimes arrangements are made for an indication on the door of the room that
an interview is in progress,

When interviewing by appointment you will generally have some preliminary data
on the file or arising out of a preV1ous visit, Where necessary, prepare a precis
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aof 8ll information available seouring as much from other sources as possible,
Meke surs you know your facfs and if necessary fefresh your memory by looking up
the relevant rules relating to the matier to be discussed,

Formulate your problem: and make a 1iat of the points tc be dealt with at the interview,

In other words PLAN your interview beforshand so that you will be sure to cover all
the ground in the most nmaturaill sequence,

If the interview has not been arranged in advance chtain the file unless this
is obviously unnecessary.

You are now FREPARED to receive your caller,

7o Reception,

Remember that an interview iz " a meeting of persons face to face" zo that the
plessantness of your expressiocn is as important as the tone of your voice, Try by
your attitods to make every visitor to the office feel that you are interested in him -
even although he has arrived st & most inconvenisnt time for you and without an
appointmant,

¥hen an appointment bas been made, be punctuel, have your interview planned, and
all relevant documents readily available,

8. Introduction.

Greet the caller by name if possible, With well known callers show an interest in
their well being, OCulitivate a friendliiness that is neither too femiliar and hearty nor
toc formal, Make sures that you invite him %o be seated,

Hekea the caller feel from the start that you really want to help him,
Be at esse yoursslf and put him at 0582 and always show a willingness to listen in
spite of the demands made on your time and patience by having to listen to irrelevant

corment,

Having disposed of the “preliminaries ” you can now proceed to the *BUSINESS®
of fhe intsrview, :

9, Discussior and Observation: .

Whan interviewing by appeintment you will already know the OBJECT of the interview
arnd have prepared a list of points tc be dealt with,

Do not reduce the interview to a series of questions and answers but remember that
the successful interviewer employs true conversaticn encouraged@ by questions which
show an interest in the person being interviewed. Listen, even if he rahbles,
somewhat, Ist him tell his story and help him to supplement it by your relevant
gquestions, In the choice of questions lies the core off interviewing, Remember it is your
responsibility to kzep him to the point and to relate the matter of the interview to i%s
object, If the parson heing interviewed is not communicative, ask him straight forward
questions as if you expected an answar and frame your questions in simple language,
give definite leads, be opew and f rank and show there is a definite wish to help,

If, howsver; you want some information which the person being interviewed is
obviousiy unwilling to provide voluntarily, do not be put off, but try to show him
by a series of questions, and if necessary by explanation, why the information
is required.

Unigss absolutely necessary do not use leading questions i.,e, questions which
by thelr nature suggest the answer you want, Howsver, if you suspeet that
information has been withheld you may need to lead the person into revealing what
he wishss to hide, :

¥hilst encouraging your eclisnt to talk by listening sympathetically do not get so
emcticnally epgulfed in #is atory that you forget the purpose of the enguiry, *In
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the conduct of an interview great skill is needed to steer hetween the extreies
or professional detachment and human sympa thy",

Keep in your mind your list of points and deal with each as adequately
as possible before dismissing it, ' -

It is as well to check your undertanding of your client’s statements by repeating
every now and then the gist of them to him in your own words,

Weigh up cdrefully the significance and implication of each new fact
revealed and be alert for contradictions in the statements of the person being
interviewed so that you may dring these to light immediately. -

Make surs you have all information needed. Aveid having to follow up an
interview with requests for further information, An interviewer will sometimes
record ail that the caller said but still fail to get all the information
required. See that you retain the initiative in the conversation. Answers 1o sose
questions may raise other issues that need tec be investigated. Uo not ask for
more information than is required, however, '

Jou should use your own discretion about taking notes during an interview, Accurate
recording of inflormation is important so that some written notes are indispensible
during an interview, but these should be made in such a way as not to distrmet
your attention from the person being interviewed or to stem his flow of conversation,

Try not to give the impraséion that you are in a hurry; on the other hand do not
lose control over the time element of an interview, DBy keeping the objective
alweys in view you will Keep firm control of the situation,’

In an interview thrust upon you unexpectedly, it may take you some time to
establish the object of the call., Few people can express what they want clearly ard
quickly and it is for you to help your caller to explain his needs, ILet him
tell his story, listen patiently and » alert for any information that will help
you to establish the QBJECT of the interview,

If the caller comes to you in a hostile mood try to remain detached and polite;
difficult as it may be at times, it is always better not to retort in the same vein.
ismember that his hostility is not directed at you personally. Try to understand
his viewpoint., Avoid arguments and endeavour to reach agreement. A sense of humour
~is invaluable.

Sane callers hava a habit of arriving just &s the office is about to
close, If you are unfortunate enough to be delayed dealing with a late caller,
however arnoyed you may feel, do not show your feelings. Remember service to the
public is the reason for the existence of our Department and you must take your
part in this service at alllimes, It is always better to deal with the enquiry
if you can, and if this is not possible, mske itkasy for the caller to make
enother appcintuent, :

10,80nclusion,

When an interview has come to an end either because the cbjective has been attained
or because it is evident that no further progress can be made, close the interview
on & friendly note, particularly if the person being intexrviewed has shown any

hastili ty during the interview, In other words, terminate an interview so that
relationa may be resumd later if desired,

Remember the underlying principle of all interviewing is the need to convince the
parson being interviewed that -

(a) He has received sympathetic treatment,

(bg He has been given a reasoneble chance to express himself,
{¢) You have really understocd his problem,

(d) You have sincerely endeavoured to assist him,

The achievement of this iz th2 touchstone of a sucesssful interview and in it
lies the test of your ingenuity as an interviewer,
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11.Reporting,

The extent to which a written report is made of an interview will depend upon
the importance of the subject matter but it is essential that necessary written
reports are made as soon as possible after the interview and that others who are
concerned. with the matter are informed promptly of the outcarne,

,12;00501usion;

So although at the commencement of these notes it was suggested that interviewing
was an art rather than an exact science, you will see that there ia, in fact,
what might be termed a scientific approach to the interview and it is only
by learning this "science" of interviewing that you can fulfil your own personelity
.28 & skilled artist of the interview, .
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4. It is your responsibility as supervisors not only to prepare good . letters,
momoranda and reports yourself, but also to train your staff in correspondence
work., In particulari- -

n(a) Encourage staff to dictate their correspondence, In some offices
dictation has been made compulsory, Issus coples of the notes on dictation
- Appendix D - to members of your staff for their desk files,

() Ensure that stafp responsible for preparing correspondence read the P.8.

' Commission's Staff Training Manual on correspondence and any other
literature on the subject which may be held in your office. 4 good
‘bock entitled "Profitable Business Writing" by Donnelly is also
available fram the Department's libréry. .

(c) Demand a high standard in all your section's communications with the
- public, OCheck up occasionally on forms issued by your staff which do not
. . pass through your hands, ' '

2. How tq\ﬁ:ita letters,

A large part of ocur business is transacted through the mail, and the
effectiveness of much of what we .do depends on whether we write well or not, Good
correspondence means accuracy, efficiency, speed; bad correspondence means
mistakes, red tape, delay and dis-satisfaction. There are many people whose
only knowledge of the work of the Department comes through the letters we send - o
them, To a large extent we are judged on what we write, and it is just that this. should:
be so, :

Principles of letter-writing,

Be prompt, The duty of every member of the staff is to give efficient service
to the public, It is not efficient to "sit on" a letter for a week or' a month
while you think about the answer, Nobody likes to think that his letter is so
unimportant that it is being ignored or forgotten.  To the writer it is a
" personal matter, perhaps of considerable urgency and anxiety, He wants a reply
at once, and a prompt answer is only a matter of common courtesy, In cases where
& reply cannot be given immediately, allay the corraspondent's anxiety by
writing to him and advising him that his letter has beengeceived and that something
is being done about it,

Be complote, Failure to answer every inquiry will lead to extra work and loss of
time, and will convey a poor impression of the efficiency of the Department,
Remember that many people do not express themselves ¢learly on paper and do not
actually ask for what they want., If you are complete in your reply, you will

be helping yourself as well as the other fellow, . An incamplete reply will
double his work and your own, and destroy both his confidence and that of his
acquaintances in the work of the Dopartment, o

Be correct, Do not give wrong information, If you have any doubt about
your facts, check them, If you send out wrong information you may cause serious
trouble for your correspondent, for the Department, and for yourself,

Be clear, It is not of much use to your correspondent to receive a reply by
return mejl if he camnot make head nor tail of it, Olarity is hard to achieve,
because we rarely try to put ourselves in the shoes of the person we are writing to;
but it is important to achieve it,
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Be concise, Do not say any more than is necessary, If you put too much
explanration into yonr letter you may make it impossible for your correspondenct
to see the wood for the trees,

Bs courteous, OCourtesy is importent in every kind of letter, You should be
careful not té irritata or antagonise your reader, See that your letters have a warm
tones Be himengd Wryh&g*wrgta‘+he*50rt‘bf'1@t$erm$hét1§huawnula;1ike'to receiye yourself,

3, FURTHER NOTES ON ILETTER WRITING,

The Parsonal Approach,

(a) Rememer that you are writing to a person, As avaery person is different the
result of your commiinication will depend upon your manner of appréach to him as
an individual entity, With beneficiaries you should always convey the impressiom
that your joh is to help,

(b) Adapt your language to the intelligence and educatiomsilével of your correspondent.
Dk not howevsr, allow yourself to become slangy or 'Solloguisl, or on the other hand,
stilted, Avolid officialese and other forms of Jjargon,

(e) Adopt a friendly approach, “Dear Mruecocsccee” is likely to foster better
public reletions than "Dear Sir®?, Remsmber that too much of the passive voice will
destroy the personal touch in s letter, The active voice is more direct and
personal, Do not use stilied sbock phrases such as "I% is anticipated®, "It is
regretted® when in speech you would use the more personasl "I expect®, ®I regret®,

Putting the words together:

(d) Awcid old style beginnings to letters, Make a dirsct statsment in the first
few words "1 have recsived your letter of 10 May®, "Thank you for your letter of
10 June® , You cen then begin & new paragraph with the text of what you want to
say, If your beginning is direct the rest of the letter is likely to follow the
same pattern, '

(e) A short word is more effective than a long word provided, of course, that
it conveys the same meaning., 4& short sentence is in general more easily
apprehended than a long involved construstion, Where possible, use short paragraphs,
The paragraph is essentially a unit of thought, not of length,

®Let us not shrink from ths short expressive phrase even if it is conversational®,
{8ir Winston Churshill),

(£} Try tc obtain soms sequence in your lethers, One thought should lead naturally
to the next,

(g) Be grammatical, English is excellent material to work with and should not
he ruined by pcor workmanship, Nothing will be lost by writing correctly, even
to the most untutored bheneficiaries,

(h) Remember that you are not writing a novel, or even a short story, Therefore, you
need not employ what is known as “the principie of suspense,” Say what you have to
say in your firsi sentence or paragraph, Any explanations or sxcuses can follow,

(1) Givé an impression of honesty, If correspondence arissd fram an office error, you
will not hurt anyone by admitting the error in a straightforward way. Apologise for
any inconvenience caused,

(3) Ir you want anything urgently, perhaps a brief explanation as to why an sarly
response is desired will achisva the objective better than a bHald demand for an
urgent reply.

Wards and Expressions,

{k) Some words and expressions which are familiar to you will probably be commonly
understeood in a different sense by your correspondent, For instance, you know
what an advice is, but the word “advice® has quite a dlfferent meaning &= e
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to the man in the street, When writing to him, why not use the expression
"suthority for payment” or "payment card”? Again do not advise people when
you merely try to tell them, or inform them. Many people resent advics,

(1) The commonly used word "uplift® has conveyed to more than ons beneficiary
an imputation of dishonesty, It is just as easy to"collect' or'receivd' as to
Yplift' an instalment, A dictiomery might justify the uss of the word
Tuplift®, but commonsense dictates the use of a less ambiguous word.
Froquently, & little thought in the choice of a word will pay dividends
by saving preiracted correspondence,

{m) While on the subject of words and expressions, it shduld be. noted that+dhijection .
has bsen raised to a Hegistrar using the term "my beneficiary™ when writing
to & legal firm, Beneficiaries should be referred to as "the beneficiary®
or “MI‘GOBOOOOQBOOOOOOND

Quoting firen legislatioms

{n) ®When writing to beneficiaries or pensioners it is unwise to quote direct
from an Act 28 the wording will be difficult for them to umderstand,
The provisions of the Act are best sst out briefly in simple language,

Be sure, howsver, that your refersnces to an Act are correct and that

you do not confuse the Commission's rulings with provisions of the Act,
e.g., you cannct say in & letter, ®The Socilal Security Act provides that

all earnings received by an unsmployment beneficiary are & direct deduction
from the benefit,” This is & Commission's ruling, It is not in the Act.

Uss of form 8.5, 344,

(¢) Porm S,S,34A is issued for the purpose of giving interim replies, In the
past some members of the staff have also used the form a great deal as a
manuseript letter, This may be a&ll right for very minor matters, for
instance, as a note returning bank books to a bensficiary, Iet us lock
at ths dangers of using form S,S.344 or any other form of manuseript notes
for that matter, as a substitute for a letter in its correct form,

“~.‘<i)§§§ﬁd advertisement for the Depariment,

The receipt by a member of the public of a small fom often badly written
gives the impression that the matter is treated lightly and that the
Department as 2 whole is inefficient. A nicely typed letter insplres
confidence, Our correspondence with beneficiaries is often handed on to
solicitors, Members of Parliament, etc., and should be such that it gives
& good impression,

(ii) No record on file of what has been said,

Even though the file may be noted regarding the issue of & form S5,8.34A
the exact wording of the lstter is not held, Repliss of ten reguire reference
to the context of the leiter issued,

(iii) fThe fomms are not checked,

This is a most important peint and has an application %o all correspondence,

It is a pood general principle that correspondence should be checked by another
officer, preferably a senior officer, not only for completeness and

correctness but also to ensure thet the meaning intended, is being conveyed

to the recipient, Porms S.5.34A or other menuscript notes issued by clerks
themselves are not subject to check in the same way a&s a letter submitted

to a Section Clerkifor signature,

: Use of gulde letters,

(p) Ensure that guide letters are used correctly. They are very useful as
a means of saving time when constant repetition of the same kind of letter
is required. They have fallen scmewhat into disrepute through staff using
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them irrespective of whethsr they fill the bill or not, That is why the ferm
“onuide® letter is preferable to "astock™ letter, Be very careful to ensure
that letters prepared with the aid of a guide letter fit all the circumstances
of the particular case and that no relsvant information has been omitted,
Review the guide letters being used on your ssction from time to time and lock
for ways of improving them,

MEMORANDA

"Writers of memoranda might well take a lesson from a Negro preacher who
explains his success as an orator as followss-

"Fust, Ah tells "em what Ah’'s gorma’ tell ‘em,
“Then, Ah tells ‘em,
"Finally, Ah tells ‘em what Ah told ?em,

Put in more academic style, this adds up to

(1) Introduction, (2) body, (3) conclusion; or the WHY
the WHAT, and the WHEREFORE, of your communication,” (Kalsem)

For inter-office, or inter-departmental correspondence the same general attitude -

should be adopted as for personal correspondence, The following additional points
sheould be neoted:

(a)

()

(a)

(e)

(£)

(g)

(n)

Brevity or economy of words - but not economy of ideas - should be sought,

A mass of verbiage can cloud the main issue,; Long invodved memoranda wasfp the
time of senior officers imireading them., One sheet of foolscap should bs
sufficient for most of your memoranda. Look at them very critically if they
run Lo more,

State the FACTS, Vague generaiisations and unsupported cpinions have no place
in a good memorandum, Be specific, Outline the facts and present them in a
clear cut logical order,

Be accuraté as to facts, figures and dates, as it may be that important
decisions will be bassed on such data,

The memorandum should be commenced by giving the reason for its submission,
The basic facts should, as far as practicable, be inciwdsd in the opening
§aragraph, Amplifications and sxplanaticons may follow,

Adventitious sids to clarity may be used if these would make for a better
understanding of the situation, &.g., numbering of paragraphs, underlining, sub-
headings, etec,

Technical terms are admissible, There is no objection, for instance,
to referring in a memorandum to another district office or & Head Office
to an Tadvice®, The meaning will be quite clear,

An honest admission of error will receive a better reception than an
endeavour to "cover up® or shift the blame, The recipient of your memorandum
will probably be an adept at reading between the lines,

Wherevsr possitle a recommendatiom should be mads by the Registrar or District
Agent in memoranda to Head Office. The writer of the msmorandum should

meke a recammendation in his dwsft copy even though it may not be the one
which is finally sent to Head Office,

{1) Memoranda like films can often be improved by cutting, Go dver yeur-draft

(3

and trim away anything which obscures the meaning, The number of adjectives can
usually be reduced,

Finally, check your memoranda, Go over them for inaccuracies, omissions and
readability,
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The technique for writing reports is much the same as for preparing memoranda,
let us add - : o

(a) Suppily what is asked for;

If information only is requested omit opinions or recommendations, Don't
introduce side issues,

{b) Conclusions or Recommendationss

Im our memorands tc Head Office regarding benefits we uasually include a
recammendation at the end, When writing reports it is often the practice for the
general conclusions or recommendations to be made in the first paragraph, Your
superior may not wish to scan the whole report if he agrees with your concluBions,

{c) Furnish the proofs

Back up. your statements with supporting data, Charts, statistical data and the
like, should be appended %o the report. Don't include in the body of the
report, This confuses the reader,

6, . DIGTATION,.

As many writers £ind they can draft a satisfactory letter, they tend to rely on
written drafts of their correspondence, However, it will be fourd that with practice
a more natural and therefore more desirable style can be chtained by dictation,
Another result of the regular dictation of correspondence will be greater co-operation
from the shorthand-typists, and a good stenographer will be able to correct any '
slips in grammar or construction, You yourself will betelieved of spelling worties,

7, SUMMINGSUP,

- e

§76i18 a quotation which appeared in a Fublic Service magezine in

*I suggest four rules which should be cbserved by all Civil Service letter-
writers, If they appear to be itco rudimentary, I would say that, having seen
hundreds of offiecial letters camposed by all grades from Ministers® Private
Secretaries to temporary clerks, I have seen camparatively few which pass these
simple tests with high honourssg-

(a) Be certain you understand what your correspondent wants,
{b) Be certain you know the correct answer,

(¢) Be certain that he will understand your answer.

(@) Don't add "trimmings® unless they are necessary and helpful”,
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THE RESFONSIBILITIES OF- A SUPERVISCR

e

PART 3, FOR HIMSELF

THE SUPERVISOR HIMSELF

TIME ECONOMY & JOB PLANNING
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THE SUPERVISOR HIMSELP

ool

The combined efforts of a supervisor and staff can be made or marred by
one man ~ the supervisor, No doubt we can all think of  the same staff ina
chronic muddle under one supervisor and yet always rumning like clockwork
_ under his successor, or vice versa. It is just a matter of the relative capacity
of the two individuals, '

In the old days the Public Servige bred a race of feudal overlords., Men
wore raised to positions of authority largely on their ability to "lord it"
. over other people, They were a sort of military caste and their word was
‘law,. Of the underlings it éould be truly said, "theirs not to reason why, theirs
but to do and die". That has all been altered by the levelling effect of two
world wars and a changing social ocutlock, so that distinctions of rank are now
less sharply drawn, Consequently, the supervisors of today have to get results .
by different methods, It is not enough to have = commanding presence. In fact,
it is not essential to have a lordly manner at all, It is far more important
to. have knowledge and ability plus a calm convincing manner, Staff nowadays
judge s superior by the tests of ability and self relisrice, I do not wish to
imply that personality is unimportant, but the trouvle with personality is that
nobody seems to know what it means, Many pecple mistake glamour for personality
* bub how many "persomalities" of that kind betray their intellectusl bankruptcy in
a five minuté's conversation? No - physical appearance is often the Jeast of '
the factors in a good personality, being subordinate to intelligence, maturity and
assurance, . Fhysical appearance should not be confused, however, with physical
" Fitness which is very important to every good supervisor. :

KNOWLEDGE AND EFFICIENCY,

As supervisors you are responsible for your own knowledge of the Job and your
personal efficiency, Staff like working under a boss who knows his Jjob, In
reverse they do not respect or feel confident in a supervisor whose knowledge
is incomplete, When you are placed on a section of the work you must set about
meking yourself an expert and becoming an authority on that particular part
of the job, Set aside a definite time for increasing your knowledge. One half
hour & day for a year is equal in time to 3% work weeks, - o

Let us divide this subject into parts as it.affects supervisors in our
Dapartment, o : - : :

1. Goneral knowledgé of Social Sécufity and Wapr pensions legislationt

How many really know their Acts end Regulations well and know how to
interpret them? This is backgrqund knowledge gll section clerks should have,

2. Ibparfmental rules and procedurés:

These are also impaftant, particularly those dealing with tha.wprk on your .o
saction, When coming on to a new section you should read through again all .
the rules and procedures concerning the aectlon's work,

You must also keep up to date with changes in the work which affect your -
own section, other sections of the office and also the work in Head Office, i
No section of the Dzpartment works to itself alone, . f
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'3, Wider knowledge,

To ve a good supsrvisor you nesd a wider knowledge than Just what is
involved in your own depariment and your own job, You should gain knowledge
of the work af other depertments and of the Public Service generally; you should
read widely in current affairs and current trends of thoughtand also im the art of
administration and human relations, If you do this you will be better sble to cope
with whatever arises and you will have a better knowledge of how your work fits
jnto the life of the community as a wholse.

Our Jdepartmental library and the National Library Service can prbvidé books dn
social security matters and on edminimtration, '

Attending worthwhile lectures i1s 2 good method of improving your knowledgs,
The Institute of Public Administration is a body well worth Joining, . Interest in
the Public Service Association will improve your knowledge of employee - employer
relationships,

k., Knowledge of duties,

.. Sypervisors should know exactly what their duties are and the scope of the work
for which they are responsible, Yourdists of duties will help you in this, but be
sure that you know them, You need to know also what each member of your staff
does - a complete knowledge 18 necessary; if you don't know, find out; go over
their job with them; do some of it yourself for awhila, You have to know just what
is entailed by way of time and effort in every job on the section,

MAKING DECISIONS

A supervisor must have good judgment; his life is filled with decisions, some of
ma jor imporitence, marny of less. ‘The excellence of his judgment is perhaps the
principal respect in which individuals differ. Judgment can and should be improved by
cultiveping the reasoning faculty - by a logicel approach to the solution of problems,.

Make a habit of using this procedure which will apply to a greater or lesser
extent depending upon the problem to he solveds _ '

41, Detemmine the Objective.

2. Get the Facts.

 Review ‘the previous record. Check ruies and customs which apply. Talk with individuals
concerned., Get opinions and feelings., Make sure you have all the facts available and the
right objective. .

3, Weigh and Decide,

Fi¢ the facts together and consider their bearing onbach other, Pose the alternative
golutions, Whether done mentally or in writing, the process is the sanme,

Test your solution thoroughly, Try using the ™other fellow’k shoes" method,

How would you accept that decision if you were in the beneficiary's shoes? What
decision would you make if you were in your controlling officer’s shoes? How
will your decision affect other people? ;

k, Take action and check results,

Are you going to take action yourself or do you need help?
Watch the timing of your action,

Should you inform your senior officer of your action?
Follow-up to see vhether your action achieved your objective,

‘A supervisor should develop the habit of maklng prampt and consistent dscisions.
Onece a decision is given he should be prepared to adhere to it, unless proved to be
wrong, Staff do not respect e supervisor who changes his mind with every change of the wind,

Confidence comss ifrem making correct decisions and finding them accepted, Correct
decisions come from having a good knowledge of the subject and bringing methodical
habits of thought to bear on it. Therefore, the improvement of knowledge and judgment as
already described, will build a reputation for correct decisions and enhance one‘s self

confidence.




MANNER AND BEARING.

Staff like to lock up to the hoss, not down on him, He forfeits their ssteem
if he is loose, coarse or ingratiatingly familiar, The supervisor should be
friendly but not undignified, It is possible to preserve self respect without
falling into the error of a stiff, starched and unapproachable manner, It is a
matter of preserving the right balance, Courtesy and consideration for others
are necessary at all times, .

A group of employees stated the following as the violations of good business
manners they disiike most:

Peaple who interrupt in the middle of 2 sentence,

Blustering and bluffing,

Bad  personal habits,

lack of ability to overleck lack of manners in others,

Unwillingness to do a simple favour,

A prejudiced attitude against women,

Obvious lack of interest,

Failure to greet subordinstes in corridors,

People who interrupt private discussions.

Walking into an offyﬁ?%ﬂ?%f you owned it or as if you wouldn't own
it if given to you, .

Favouritism in manners towards certain individuals,

Over-effusive hand-shakes or salutations,

The man who i8 too proud to say "Thank you®,

MORAL, QUALITIES

Inbtegrity, sincerity, impartislity, loyalty, and courage - who will say that’
these are of no consequence, They are indeed the qualities that set the szeal
on the-supervisor° They are the hardes’ to acquire and the easiest to losey

The supervisor's word should be his btond and never pledged lightly, If
 he is not consistently straightforward the staff lose faith in him, '

I _CONCLUSION,

A supervisor's loyalty and example in carrying out the instructions of his senior
officers and in co-operating with his fellow supervisors, and the attitude which
he adopts towards his staff will determine the extent of their co-operation anﬁ thair
loyalty %o him,

A supervisor, therefore, must be a balanced individual and he should endeavour
to correct any obvious gdefects in his make up.

A self analysis for supervisors is attached as Appendix E.
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TIME ECONOMY AND JOB FLANNING

4, INTRODUCGTION TO SUBJECT

Whenever the duties of a supervisor are considered, the natural
reaction is "How am I going to find time to do all these things", "No time"
is a very common cry and might seem to carry some wéight were it not for the fact
that there are many good supervisors in the Department who do make time for
carrying out supervisory duties, These officers have their sections rumning so
well that there is a considerable overall gain in time, You must all have
seen on the same section of an office, one section clerk with no time to
supervise and look for improvements; his successor saving himself and his staff
conglderable work by supervising correctly and by simplifying and systematising
© the work, .

Supervisors must guard against allowing their desk work to spin out and
ocoupy all their time to the exclusion of their supervisory duties, If you
definitely allocate time to necessary supervisory duties you will find that
you will still get through your desk work and save yourself time in the long run,

Qur working week consists of 2275 minutes, Take care of these minutes and
the hours will teke care of themselves, Remember that you are responsible not
only for your own time but also for the 2275 minutes per week of each member
of your staff, Our time spent at the office is limited and should be used
to the best advantage, On an annual basis office time amounts to less than 1/3
of our total -hours awske or 1/5 of our total time,

2, BUDGETING TIME,

P,J. Kalsem's bock on supervision suggests preparation of a time budget
as a way of ensuring that working time is used to best advantage., The aim is not
to try to adhere strictly to the number of hours allocated to each duty buk
to have a lock at the time budget sach week to see whether any of the duties have
been given insufficient attention and require more time in the future, Here is an
example of how a time budget could be prepared. The plan you would prepare,
however, would probably differ considerably.,

TIME BUDGET

Sectionm Clerk Renewals and Reviews,
Duty. Number of Hours per Svecific Times Allocated

Week
Desk work and 2h Check renewals - 10,15 a.m,
Interviewing o daily .
Conferencaawith 2 Starf meseting ~ 9 a.m, first
Senior Officers Tuesdey each month
Checking up on the 2 Bach ifonday morning 8 a.m,
Section's work
Reading and amending 2 8 a.n, Tuesday -~ Friday
instructions
Dictation of Correspondence 2 9 a,m, daily

(cta),
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TIME BUDGET {Ctd,).

Duty Number of Hours per Specific Times Allocated
' Week
Staff Training P Group Study - 8,30 a.m,
' Wednesday ‘
Flanning & 0 & M 2 o

Total %6 hours

If such a time budget would serve a useful purpose, prepare one, Whether or not
you do so,:you will find it worthwhile to allocate ti:zes for specific tasks as shown
in the last column of this example,

It is alsoe necessary to train vour staff to use their time economically, 3Special
times must be set down for some jobs, e.g. filing district cards first thing each
morning,

%, _GPECIAL JCBS

There are special jobs which can only be campleted by laying it down that everybody
on the section Ezr in the office) will work on thanfor say the first half hour or hour
each day, So long as this lasts for a short period only, such an arrangement will not
adversely affect the work and in the end saves a lot of time (and overtime),

Yonotonous Jjobs like purging records can be done this way so long as everybody is fully
informed on#hat they are doing and properly supervised in the work,

Saving up Time,

As a supervisef there are’same ‘Jobs, apart from the ordinary rum:of 'the work,: .
which ‘take: d.good -deal of time e.g, working out a new system of doing a particular job,
Here the only thing to deo is to get your ordimary work right up to date fas you would
if going on leave), and then let it pile up a little until the special job is done,
Urgent work must, of course, always be dealt with right away,

We must guard againat holding over special jobs too long., How many of us have
Telt after doing a job we tock same time to get around to "It didn't take so
long after all and I would have saved a lot of time if I had done it months ago".

L, SUMMOG UP,

To sum up then let us say that there is a direct relationship between the efficiency
of a supervisor and his ability to use the time at his disposal o best advantage,
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. CONCLUSION

In the introduction to this handbock it was stated that supervision could be
broken down into three elements, the Supervisor, the Steff and the Work,
The Supervisor's responsibilities under each of these headings were then further
analysed and some principles and technigues of supervision have been outlined and
explained, These you may now wish to try out in gour day to day work,

Keep in mind that, in practice, your responsibilities will not be divided
up into compartments as they have been presented in this handbock but that
situations will often contain many different factors, For example, one problem
‘alone might involve morale, control and discipline, delegation and the making of
decisionsy knowledge of the work would be required in thinking out an
improvement to provedures which in its turn might have an effeCt on public
relations; leadership and training would be necessary in getting a new method of doing
a job accepted and placing it into sffect, and other responsibilities such as
keeping staff informed, assigning work, assisting with problems and correctirg
mistekes, work documentation and increased checking up, would all came into play.

You will see that even indhe handbock itself there has been a certain
amount of overlapping of the various subjects dealt with and that certain principles
can be applied in different ways,

One of the reasons why the Department holds supervision courses is to help
junior comtrollirg officers to understand more fully the inter-relation of these
elements of supervision, so that they can be more easily applied on the job, This is
done by means of discussions, practical work, and, perhaps most important of all
by means of the study of actual cases and of reel life situations,

Before you can take part in a supervision course however, you need to acquire a
good background knowlsdge of the subject as cutlined in this handbock,
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JOB INSTRUCTION TECHNIQUE

RESULTS OF POCGR INSTRUCTION:

Most of usy; at some time or another, must instruct a2 person in how to do a Job

or tell him what to do,. The quality of the final result depends to a large extent
on the quality of the instruction, OScme of the problems which poor instructiom
can create areg- :

30

Delays and hold-ups in the work | Correct procedures not followed

Wasted time, effort and materials ~ Incorrect information received by learmer,
. Poor quality work, Too much time taken in learning the job,

CAUSES FOR POOR INSTRUCTION:

Confused thinking resulting in confused .  Forgettipg that the learner has not

instruction, " had your experience.

Giving too much material for the Overlocking the points that stump

learrer to remerber, the "learner,
Thinking you know the job when you don’t, Use of jargon not known to the learner,

LIMITATIONS OF SOME COMMON FORMS OF INSTRUCTION

Telling alone = under certain circunrstances will result in confused ideas of the job.

Showing alone = under certain circumstances W111 result in job not being learmt,

~ motions copied, job not understood,

4o

HOW O GET READY TO INSTRUCT,

Have a Training plan or Time~Table -

Who is to be trained? For which jobs? By what date?
Break down the Jobh

See notes attached on the preparation of job breakdowns,

Have everything ready «

This is just a matter of setting the correct example.

Have the Workplace properly arranged -

5.

Just as the worker will be expected to Xeep i,
HOW TO INSTRUCT ~ THE FOUR STEP PLAN,

- Step 1 ~ Prepare the Employee

Put him st ease,

State the job and £ind out what he already knows about it,

Get him interested in learning the Jjob by showing its 1mportanoe and interest,
Place in corrset position for instruction,

Step 2 - Present the Operation,

Tell, show and illustrate one IMPORTANT STEP at a time, Introduce each
step by saying, “The first thing you 40 iScc...® "The next thing you

do iaeueooono

Stress each KBY POINT by inflexion of the voice, by repetition or by
giving the reascon why,

Instruct c¢learly, completely and patlently, but no more than he can master,

Step 3 = Try-out Performances,

Have him do the job = correct errors,

Have him do the job again while he explains each KEY PQINT {0 you,
Make sure he understands,

Continue until YOU know HE knows,

Step 4 - Follow up,

Put him on his own, Designate to whom he goes for help.
Check frequently, Encourage questions,
Taper off coaching and ease off the follow-up,

T
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6, THE JOB INSTRUCTION SLOGAN IS

IF THE EMPLOYEE HASN'T LEARNT, THE INSTRUCTOR HASN$T TAUCHT,

This éannot be taken in too wide a seﬁse; It means simply that if, in
his {ryecut performances the employse has difficulty in doing ths job then the
instructor should lock to see whether there has been some fault in his presentation

of the operation,

7. ©Of course nobody can learn t6 be a good inatructor merely by reading through
a list of general principles, Skill in instruction must, like other skillsg

be acquired by practice, Already in the year kL5 B,C. Sophoclés warned. "You
must Iearn by performing the task for even when you believe that you khow it,
you have no security before you have tried "



JOB BREAXKDOWNS

1s The need for planned instruection:

{(a) Making a job breakdown means analysing a job for purposes of instruction,
(b) It ensures that information is presented clearly and in orderly fashion, 1lack of
organising the job in onets own mind ~ failure to prepare = is the reason for

much poor instruetion,

(¢) Job breakdewns can be vrepared for most pieces of instiuction in a matfer of
minutes, They can be kept, improved and used again. h

(8) Have your job breakdown in front of you when you instruct,

2o Definition of terms used in preparing breakdowns,

(2) Important step.

. A logical segment of the operation which SUBSTANTTALLY ADVANCES the work,

{p) Key point.

Ahything in a step that might make or scrap the work or make the work easier %o
do. Key points are the 5 or 10 per cent of vital information that must stick in
the learrerfs mind, never to be forgotten, :

EXAMPLE (F JOB BREAKDOWN

Parts Forms 5,8,12 received through post, Operations Changes of office of payment of up
to three months
Manual Reference: Part 35, M,B, Rules and Procedure,

Important steps Key Points
. Sort forms S.S8.12 Type of benefit, Numerical order,
Look up renewal months Refer to list,

Month in pencil -~ top of 8.8,12

Optain district cards Check nams and signature (beneficiary or agent)
. Check former paying office {if incorrect check
file and former actions)

Find code new Paying Office , State on 5,5.12

Note District Card _ In pencil
New paying office and code
Date from which changed and period
Note "remarks" column S.85,12
13 D or 13D°'s
Date
Note $,8.12 re D/C

Deal with advices . Prepare formms S,8,13D
Note $,5,12, re advices dealt with,

Issue S,S8,13D's " Qurrent month to mail
. Further months to pay sectiom
Send S,8,12°s to file To records {Destroyed after 6 months)

"-Notes on preparation—df breakdownsg

e Deteﬁmine the imporfant steps first, Commence each one with an action word,
2, Do the job a second time and record the key points remembering the definition,
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' APPENDIX B

Check list of questions which a supervisor can ask himself when looking for means

of simplifying work, improving/and reducing costs.

1o

2s

3e
bo

5e

Ig

8,
%

106
11,

12,
13.
14
150
16,
17

18,

19,
20,

21,
22,

23¢

G ALY

Is your section layout and its place in the office satisfactory?
Would any changes provide a more logical work flow?

Could any jobs be better done elsewhere in the office?

Could travelling time spent between your Section, Records and the counter
be reduced? ‘

Are any duties or returns now superfluous? Are any card records, registers or

files which are kept now unnecessary?

Can any steps he cut out of any work, i.e, is any work passing through too
many hands?

Can time be reduced in carrying out any step of any job on the section?

Could the work be divided up between your staff in a better manner? Is the
work load distributed evenly?
Can you delegate any more work to members of your staff?

Could any more work be done at relatively easy periods ito prepare for rush
pericds?

Are senior basic grade staff being used to the best advantage?

Have you any output standard tc compare work of officers on your section with
those doing similar work in your office?

Could the additional time and effort caused by cutstanding work be reduced by
earlier check=ups?

Could interruptions in any employee's work be reduced without affecting service to
the publiec?

Is it necessary for all the papers which pass through you, either to your section
or away from your section, to do so?

Could more work be typed or does too much go to the typist?

Can any of your "guide" letters or cyclostyled forms be improved?
Would more “guide" letters or cyclostyled forms be useful?
Would any cyclostyled forms be betfer printed?

Can you suggest any improvements to printed forms?

Are telegrams and toll calls being used to the best advantage taking the cost
into accourt ?

Have your staff spring cleaned their desks inc. drawers recently?

Is any unnecessary furniture, obsclete records or stationery or other unused
impedimenta held on your section?

Would replacement of any furniture save space or increase efficiency?
Have you or your section any bulky desk cebinets which should be replaced by a
set of trays plus perhaps a stationery cabinet,

Is it really necessary for all the calendars, lists, old photos etc. (if any)

 hangingion£he walls of your section to be there? Would the section not look

better if some of these items were held on desks or scrapped?
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APPENDIX €

EXTRACT FROM

STAFF TRAINING NOTES FOR JUNIORS - OFFICE ROUTINE,

Work Methods

A Section Clerk cannot afford to keep his head down at his work without giving
thought to the organisation of his section, planning the work and supervision, In
the same way all clerks must plan their own jobs and give scme thought to _
their metheds of work, We all know that some people can work faster than others,
and you mugt allow for this when you are comparing your output with that of ancther
of ficer, However, sometimes we find e person who aeems to work at speed all day,
but st111 has s desk cluttered with papers at 4,35 p.m. and not much to show for
the day, Here incorrect work msthiods are often the cause,

It is part of the make-up of some people $odo things im an orderly manner and lock
for all the ways of saving time: others have to learn these things and remember
that you can learn a lot by following the example of other officerg, Keep an
eye open slways to see if the best clerks in the office ean give you any pointers
on'work methods., Ask questions of them, if necessary,

Here are some important points regarding Work Methods -

et s

1, ~Orderly desk, | ho Plan your work, Do it in batches ,
2. Keep work up to date, 5, Do not keep & ®hard" basket,
3, Redure moving from desk to 6, Take responsibility,

& minimar,

What a lot could be said about all these things, Much of what is written hereunder

may seem just ccommonsense to you in your normal procedure, bu%?ban all gain some ideas .-

from a study of Work Methods,

1, Orderly Desk, You can tell how good a clerk is very often by the appsarance
of his or her desk, Here are = few points om this subject.

{a) Sse that your desk and the drawers of thedesk contain nothing that is

N rot essential %o the job at the present time, Get rid>of any junk,
such a3 old instructions, old lists, obsolste stationery etc, You
are résponsible for sverything on your desk, See that you know why
everything is there and what you have tc do about it, &sk your
Section Clerk if you are not surs,

{b) Do not hold files unmecessarily. Remember, some other officer may need them,
The correct place for a file not inuse is in the filing system with a bring-up
if necessary, Do not held on to files awaiting replies to correspondence,

I might mention here, however, thait there can be a denger in the bring=-up
system, Files should not be placed to bring-up solely to get them out of
the way and pogtpone action on them, One writer has said in this respect.
"The man who believes he is up-to-Gate in his work but who has a lot of
postponed work in the office filing system, is deceiving himself, Hig
files have wings and invariably leave their pigeon-holes and came home
to roost on his desk," ‘

(¢} Keep 21l work on your desk and not in drawers or pigeon holes where it
could be overlooked, If it is in front of you,; you must keep it all moving,

(d) See that you keep a sufficient supply of forms, bk oniy those in -
everyday. uge. . Bave thel within easy reaching distance and easy to
obtain guickly,.  Stemp up supplies of forms with location and other
stamps to save yourself time when issuing them,
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(e) Keep in-caming forms such as monthly renewal forms, in numerical order,
If you keep lists, see that campleted pages are clearly marked as such
and that current and non-current 1ists are kept separately,

(f) Have no scrappy notes om your desk, Bu may go off sick and such notes would
mean nothing to others, I will enlarge on this and remind you here of the
necessity to commit all infarmation received to paper as soon as possible,
and thus make & record for the file, A1l senior officers do this, The file
should provide all the information held by the Depariment regarding a beneficiary

Such notes should be recorded onfhe printed forms of Minute Sheet and should
be signed or initialled and the date given., The source of information received
should always be shown,

A lot of difficulty has arisen in this Department through members of
the staff not recording information received,

(g) Keep all written instructions received on your desk file with copies of "guide"
letters. BSee that obsolete instructions are removed freomthe filse,

You may think of more points on this subject,

2, Kesp work up to date, I do not think all the staff of our Department fully realise
the great advantage of keeping work up-to-date, I knw that it is not always easy, but do
keep in mind that late work always means extra work, quite apart from the fact that we
have a duty to ths public to ensure that there are no hold-ups in the payment of benefits
or pensions, Take a monthly bensfit renewal, for instance, It is not renswed in time
for payment to continue without a break. What a lot of extra work is caused - stopping
payment, &dViSing'Hﬁ;béﬁficihxgﬁ angwering enquiries about it and then a1l the business of
resuming payment again. Keep ahead with your work as much im your own interest as that

of the beneficiaries,

3. Reduce moving fram your desk to a minimum, Therse are some officers who seem to be
locking all the time for an excuse to get up and leave their desk and they are the ones

who are alweys behind im their work, It is amazing what a lot of work can be got through

by Just determmining %o stay put as long as possible., Do not misteke me here, We must

leave ourdesk, if necessary, to deal with the public, One Minister of Social Security
complimented the Department on the fact that beneficiaries can always get access to staff
benind the counter, and are not choked off by our counter staff, but you candee what I mean,-
you cannot get your work done by tripping here and there on the slightest pretext,

L. Plan your work - 8o it in batches, Hers is the key to the problem of some officers,
They willdeal with sach single little thing separately, and this is time consuming,
Accumulate a batch of the same sort of actions and do themall together, For this

it is necessary %o plan your work ahead and make preparations, Here I might add that
the morning when you are freshest is the best time for most people %o deal with
difficult matters, '

: ps _ . ~ Zfou can plan
to read manuals and circulars at say & a.m, each day, You can arrange & set time each
day to give your dictation to a typist. You can have a practice of assessing benefits
af ter morning tea each day and so on. It must be your plan, but remember, plan, prepare
and do work in batches, This cannot be carried to extremes, however, There will always
be interruptions to attend to bensficiaries or to carry out urgent work,

5. Don‘'t kesp & 'hard” basket, One Permanent Head of this Department had a reputation
that he never "held over® eny matters submitted to him, He might, of course, ask for
further information where necessary, but he dealt with everything as it came along and
gave a decision immediately, Not easy for a Permanent Head with weighty matters to
decide; but it should be possible for all of us to deal with all our work as it comes
along and not hold it up because it is difficult,

One of our problems is that in the more difficult cases the necessary enguiries
teke & long time and they are even then likely to be put aside for easier work, Delay
in such cases has happened time and time agaim, and gives the Department a bad name, One
thing we have to be careful about is, that we don't institute one or two enquiries which
loom up as important regarding an application or renewazl and omit to take action on smaller
mattersy then when the ma jor difficulties are over we have to turn round and take
more time obtaining further information, Let us make two rules regarding difficult cases:-
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(i) Make doubly sure that everything is coversd when enquiries are
being instifuted and follow up enquiries promptly., Ask your Section
Clerk Yo chsck, if necessary, to ensure thdt all necessary information
has been reguested,

(ii) Don't delay assessment as the process of assessment may bring to light
other matters reguiring attention,

If, say you are deing a batch of assesaments, fackle the toughest ones first,
That is the antidote to ths natural human tendency to stall, Remember, you are
dealing with the means of income of individuals who have little or nothing im
reserve, Even if beneficiaries have money im the bank, it is understandable,

I think, that they are loath to draw on reserves for current living expenses,

_ To sum up, dont ksep a "hard® basket on any account, 4 further summing up is

found in an article which appeared in the Magazine, "Fublic Service"; Volume 2,
No, 3. 1952, The writer, after going through a number of different methods of
coping with work on the desk, stated as followgs-

YFIRST IN, FIRST QUT, This is the method which with minor variations to suit
particular cases.(usually urgent cases) is probably the best for most of us, It

is alsc fairest to our clients, If requires no 'hard’® basket, It is simple to. organise,
It is efficient, And when we pack up for the week end we can be sure that alfhough

we ars leaving a desk laden with work, hone of it is old®,

Onea other poeint, remember that you are responsible for everything on your desk,
If some action is delaysd and the file or papers ars on your desk, then you will
be held to blame, The best way is to lock at sverything that comes on to your desk as
"hot®, i.6, to be handled and passed on as soon as possible, Don't be left
‘earrying the baby’, as the expression goss, If you don’t know what to dosbout
something on your desk ask yourSesction Clerk,

6, Take responsibility. Now I think that our juniors are prepared to take
responsibility as much or even perbaps more so, than their predecessors, There is
however, in the back of the minds of soms basic grade officers, the fact that if

a thing is not right, the Ssction Clerk will pick it up, What we want you to
develop is such a sense of pride in your work, that veryfew errors are found,
Bglieve me, I know that it is often sasier for a checking officer to pick up
mistakes than to do the work correctly himself, but we should all try to reduce the
errors in our work to & minimum, &3 a general guide, it can be stated, that it

is much better to ask your Ssction Clsrk for advics than to put up faulty work,

If a controlling officex has to deal with work which has a lot of mistakes, he
loses confidence in the member of his stalf concerned, and is apt to get more
varticular than ever, If you write a letter or prepare a memorandum, check the
typing ecarefully, including the name and address of the person to whom it is

going, and the hzading, and initiml the copy in the left<hand cornmer just
undsrnsath the seript. Remsmber also, that letters or memoranda should not be
submitted for signature without the file, unless of course, the file is missing,

We should avoid dealing with loose letters or memoranda, They should always be related
to the file so that the whols history of the case is available, If you are doing
authorising or assessments, give your work a look over before you put your name

to it = silly errors can thus be avoided,

Make a practice of checking both nemes and numbers of beneficiaries and
pensicners on files and other records, Look back over files where neceasary, There
is a common terdency in our Department not to look back thrOugﬁwg¢5gﬁeficiar§ea
file when problems arise¢ to ses if somsthing can be found about it, .Enquiries
are often instituted when the informetion required is already on the file, and this
causes annoyance to solicitors and employsrs, '

Have a go at making decisions or recammendations in all kinds of difficult cases,
You will learn by your mistakes and it is good practice, Here again, don't be over-
confident., It is better to have your work checked before typing, for instance
rather than causing a lot of re-types, And lastly, do refer to the manusl or manuals
which concern your job and try to find out the answers to problems yourself, " and
save referring to your Section Clerk any more than is necessary, Your Secticn’
Clerk is there %o help you with your work, but not to do your work for you,
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DIGTATION

o Good distation saves time, effori and materials; bad dictation wastes them,
Pictation is not a contest be%ween typist and dictating officer to see who made
the most misfakes -~ it is a plece of co-operative work between two people,
‘Dictation 18 a skill which only constant practice willdevelop,

2, Prepare your works

Carefully read ‘the letter you are answering,
Make sure you know what the writer wants,
Note all the peints which require attention,
Gather all the relsvant facts and papers,

Prepare notes:

If inexperisnced use full notes, but not a complete draft,
until you gain confidence, Reduce notes as you become more proficient,

Fix Dictation timeq

and keep it; If you are called away, tell the typist,

3, .During Distation.

Bs fyiendly and considsrate - typisats sre human beings 5 not machines,
Give her time %o get ready and maks sure she can hear you,

Avold interrupiions -~ especially long telephone conversations, If necessary
tell telsphone cpsrator you esre dictating.

Use your notes and concentrate, Iack of notes and concentration produces
cfficialess and padding,

Pon't smoke, zhew .or put your hand over your mouth — it clutiers up your
‘gpesch and makes you difTicult to be understood,

Don't fidget - it distracts the {ypist, And certainly don’t welk about,

Speak clsarly, evenly, naturaily, quietly TO THE TYPIST, Occasionally
ask ths typist if you are going ‘oo quickly or too slowly and if she can hear you,

When necessary dietate fils numbers, headings and addresses,

State whether the work is a memo, letter or report; the number of carbons and
whether &ny special paper is te be used,

Agk for a draft if you think corrections may be necessary,

Indicate paragraphs and important punctuation, The typist will put in
ordirary punctuation (if you have used careful phrasing)a

. N 1 .
8psll unusual words apd pfopsr names - many comuon names are spelt in
more than ons way,

Enmunciate figures clearly - if the typist does not hear a word distinctly,
she can perhaps guess it from the context, She cammot do this with figures,

State which work is urgent. The typist then knows which work to do first,
It iz a good ides to arrange your work, before dictation, in priority order,

Identify enclosures and gquotations to bs typed. BState who will 3ign the
latier,

Encourage questions - make sure the typist knows what she has to do.
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ho _After Dictation,

Collect urgsnt work and process it immediately, v

Check returned work, _

Make minor alterations lightly on the carbon copy in PENCIL, This allows the
original to be altered, ' '

Acknowledge your own exrrors.
Don’t send out lettem altered in ink unless minor amendments can be done neatly,
.Gi{{é .pféii'_fsja for good work,

5. If you observe all these points, you will dictate a good letter and sarn the thanks
of your typist, who will do her best to please you with good quality work,

KEEP THESE NOTES ON YOUR DESK FILE
FOR FUTURE REFERENCE
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Appendix E,

Self Analysis for Supervisors

1, Mutual respect of Supervisors and Subordinates.

Do I enjoy the respect of each individual under me? Have 1 dons any
specific thing, by act or word to demonstrate conclusively to each person that I
respect him or her? Do I ever take any ungsntlemanly liverties with women
subordinates? :

2, Open-minded in Gisagreemenis and towardéuggestionsn

Am I glad to have subordinates come to me With their suggestions? Can I remember
having been stubborm about accepting a wiswpoint of any of my subordinates? Do I
listen patiently, and without annoyance, when a subordinate presents an idea with
which I disagree? .

3, Understanding with subordinates of what is required,

Doss each person know what he is supposed to do in order to win advancement? Have
I gat down with sach person and had a full ahd frank talk with him about himself and
his work? Do I do this at leas®t once a year?

4, Approachability,

Do subordinates approach me timidly? Do I:consciously try to make it gggy for
my subordinates to teke up personal matters with me? When a subordinate approaches
me with something on his mind, do I keep him standing, waiting until I finish the
task immediately at my hand, or do I give him my attention at once? Do I ever
avoid the approach of a subordinate by putting on a busy air?

5, Selfwcontrol,

Do I indulge in arguments with subordinates? Do I ever let my personmal grouches -.
affect my manner of dealing with my people? Can:I-contFol myselfistmder trying
and irritable circumstances? Do I ever lose my temper? .

&, Xoeping promises,

Do T ever make promises, the fulfilimeritiof-which is dependent upon the approval
or act of scmecne above me? Do I ever make a promise with the intention of finding
same logical way out of it before the time to keep it arrives? Do I ever have
to be reminded by my subordinates of promises I have made to them? Have I any
cutstanding promises at this moment? o -

I Patience,

Do I become irritable when subordinates do not live up to the betier of my
expectations? Am I willing to repest instructions to subordinates who are slow to
gresp new ideas? Ag I greatly annoyed by minor mistekes? '

8, TFairness, impartiality,

Do I allow personal likes or dislikes to alter my treatment of individuals?
Do I have any special arrangements or dealings with individuals that I could not explain
logically and satisfactorily to others under my supervisicn? Have I the strength
to be honest and impartial under all circumstances? '

9, Understanding of Human nature and Sympathy.

Dormy subordinates ask me for help with their persconal problems? How many times
have they done so in the last year? Do I read boocks and articles on handling
people? Do my subordinates show sympathy te me? Do I fit the job to the worker
as well as the worker to the job? Do I make allowance for worry, bad health or
sorTow?
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10, Loyaliy,
Do I put my personal interests shead of the interests of my workers? Do I
accept full responsibility for the mistskes of my Section, or do I lay the blame
on individuals under me? Am I as sincerely loyal to my subordinates as I want them
to be to me?

1, Appreciation,

Do I show pleasure when work is performed unusually well? Do I express
satisfaction to the person doing = consistently good job or do I only mentiom
outstanding jobs? Do I express my appreciastion to others than the one doing
the good work?

12 Gonsiatencz0

Do I ask for too much work smetimes and too little at others? Do I givs
privileges some days which I will not give at other times under similar conditions?
Are my requests consistent with the difficulty of the work? Are they consistent with
the ability of the workers?

13, Reasonablen3339 Standards of quality and quantity,

Do I ask my subordinates to do things I would not care to do myself? In
assigning tasks I have never actually done myself’y do I give careful consideration
to the amount of work I can reasonmably expeet a subordinate to turn out? Do I require
anyone to put in more overtime than I do myself?

14, Obserwation,

Do I know upon what work each subordinate is working each day? Can I write down
in defail the way work is handled on my Section? 4&re infractions of rules or of
good practice usually called to my attention by others or do I usually cbserve them
first myzelf?

15, Aim,

Po I nave a definite goal in my Section or Division? Do I expect to get out
a certain volume of work? Do I have a standard of accurscy which I aim to resch? Do I
aim to develop my subordinates by a definite plan?

Tou can check where you stand if you state yourself 3 on each of the foregoing
points where you feel you are distinetly above average: 2 on those points
where you are sbove average, 4 where you are below average; and C where you feel
you are negative in the particular quality,

30 would be average; 15 poor. Below 15 you will probably never make the
grade as & supervisor,

The fairer you are with yourself the more will the rating help you,

Better still - give the scale to one of your friends and ask him to rate you; but
make sure first you ean take it,
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