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Why this topic?

1. Operate at the interface

2. Set the environment/tone

3. Are the first line of leadership

4. Develop others.

“One of my friends told me that being a 
supervisor/manager is like being a Mother 
who gets treated as a Mother-in-Law.”

Because Supervisors…



What I have learned along the way…

• Director of Employee Relations (ER)

• Higher Education and Corporate

• My ER experiences:
• Investigations

• Policy violations

• Disciplinary actions

• Performance Management

• Terminations

• Employee/Supervisor conversations.
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My
Background

Aren’t You Biased?



Our objectives for today…

• Discuss what makes a good supervisor

• Identify critical core skills for supervisors

• Review related research findings

• Identify obstacles that hinder the 
development of good supervisors

• Create a personal action plan for becoming 
a SUPER supervisor.
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Group Activity:  

1.

2.

3.

1.

2.

3.
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+ Supervisor - Supervisor



“Stuff” that gets in the way…
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Photo that depicts a cork board with a sign that reads, Roles and Responsibilities.

Selection 
Process

Training and 
Development

Job
Duties

1146 Supevisor Duties.pptx


My top SUPER Supervisor skills…

1. Communication

2. Leadership

3. Performance management 

4. Disciplinary 
decisions/actions 

5. Emotional intelligence. 
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The Super
Supervisor



Communication…
• Isn’t that obvious?

• Goes without saying

• Communication layers:
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(Albert Mehrabian – UCLA professor,  “Silent Messages”)

Issues Affecting Employee’s View of Leadership

1. 63% not recognizing employee achievements
2. 57% not giving clear directions
3. 52% not having time to meet with employees
4. 51% refusing to talk to subordinates
5. 47% taking credit for other’s ideas
6. 39% not offering constructive criticism
7. 36% not knowing employees' names
8. 34% refusing to talk to others on phone/in person
9. 23% not asking about employees’ nonwork life.

    
(Source: Interact/Harris Poll of 1000 employees - 2015)



Communication styles: A common approach…
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Four Styles Five Styles Seven Styles

Assertive Assertive Assertive

Aggressive Aggressive Aggressive

Passive-Aggressive Passive-Aggressive Passive-Aggressive

Passive Passive Submissive

Manipulative Manipulative

Direct

Indirect



Communication styles: Assessment…

• Four different communication styles

• ID and understand your style

• Self-Assessment tool:
• 80 paired statements
• Select one of the paired statements
•  Will use score to suggest your style
• Not scientific or diagnostic
• But can be revealing/useful

• Will review & discuss each  style

• Asked you to complete before class.
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See Assessment in Handout



Interpreting the styles assessment results…
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Style 1: Action Style 2: Process

Style 4: IdeaStyle 3: People

Key Question = WHAT/WHEN

Key Question = WHY/WHAT IFKey Question = WHO

Key Question = HOW

Language Focus:
• Results
• Objectives
• Doing/Achieving

Language Focus:
• Communications
• Relationships
• Teamwork

Language Focus:
• Ideas/concepts
• Theories
• Innovation

Language Focus:
• Strategies/steps
• Organization
• Facts



Connecting to others communication style…
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Adapting To Other’s Communication Styles

1) Action Communicator

• Focus on results
• Describe conclusions at outset
• Be brief
• Emphasize practical aspects.

4) Idea Communicator3) People Communicator

2) Process Communicator

• Be precise, state facts
• Be organized
• Options and alternatives
• Don’t rush.

• Allow for small talk
• Stress the relationship issue
• How its worked well for others
• Support from respected others.

• Time for discussion of ideas
• Don’t get impatient w/tangents
• Stress uniqueness, key concepts
• Emphasize future value.



Communication and Conflict…
• Conflict is going to happen

• Estimated that 80% of workplace 
conflict linked to communication
✓Differing communication styles

✓Communication channel used/misused

✓Assumptions & interpretations

✓Poor listening skills

✓Other communication issues

• Conflict does not go quietly into the 
night.
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Conflict that is not 
addressed, not resolved just 
doesn’t go away, even if the 
moment appears to. It just 

goes under.

The damage caused remains, 
quietly, stubbornly, 

accumulating over time, 
waiting for the next moment 

to appear again.



Thomas Kilmann Conflict Mode Instrument (TKI)…
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• Creators: Kenneth Thomas and Ralph 
Kilmann (70’s)

• ID’d five (5) common conflict styles
• Scientifically validated
• 10+ million copies sold/published
• Multiple languages
• Consists of 30 questions
• Copyrighted & costly ($45-$60).

Have To Use Something Else



In class assessment… 
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Included in Participant Guide



In class assessment… (Completing)
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In class assessment… (Scoring)
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The TKI: Two Contrasting Dimensions…
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The TKI: Five (5) approaches to conflict…
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Highly assertive/low cooperation
Wants to win; it’s a win-loose thing
Uses power/politics/persuasion
Can be dominating;  being right

Highly assertive/high cooperation
Wants win-win outcomes
Mutually acceptable solutions
Wants to explore/integrate ideas

Low assertiveness/low cooperation
Is winning worth it?  Whatever!
Withdraw, detach, delay, disinterest
Issue not a priority

Low assertive/high cooperation
Let others win; wants to be liked
Concession & deferral to others
Relationship is the key; less about me

Moderately assertive/cooperative
Wins some, lose some; trade-offs
Give up to get; what’s expedient
Split the difference; middle ground

COMPETING COLLABORATING

ACCOMMODATINGAVOIDING

COMPROMISING



Leadership…
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A leader?  Who me?

Am I a leader?

Are supervisors really leaders?

Yes--What kind of leader are you?



Group Discussion: Who’s the Leader?
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Leadership theories and models….
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• What’s A Great Leader? (Many theories/models)

• A popular model:
• Kurt Lewin (1939)

• Authoritarian (autocratic)

• Participative (democratic)

• Delegative (Laissez-Faire)

• Described from a theoretical approaches*

• Trait theories – certain personality traits

• Behavioral theories – how leaders behave

• Contingency theories – situational factors

• Power & influence – source of leader’s power

* Mind Tools – www.mindtools.com 

A leader is best 

when people 

barely know he 

exists, when his 

work is done, his 

aim fulfilled, they  

will say: we did it 

ourselves
Lao Tzu

5thCentury BC

http://www.mindtools.com/


The Situational Leadership Model…
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Situation
Based 

Leadership:
Four (4)
Styles

High

Low High
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Directive Behavior

Delegating 

CoachingSupporting

Directing 



Checkers or Chess Leader?
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“I’ve found that while there 
are as many styles of 
management as there are 
managers, one quality sets 
truly great managers from 
the rest: They discover what 
is unique about each person 
and capitalize on it.”

Marcus Buckingham
Harvard Business Review 

(March 2005

Average
Leaders

Great
Leaders



Value of the Situational Leadership model:
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• Understands employees are all 
different

• Recognizes/uses these differences

• Adjusts leadership style to:
1. Needs of situation

2. Employee abilities

3. Employee motivation.

Supporting

Directing

Coaching

Delegating



Your view of leadership…
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Power

PrivilegePosition
Partnership



Performance Management: What is it?
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Source: UC Berkley - https://hr.berkeley.edu/hr-network/central-guide-managing-
hr/managing-hr/managing-successfully 

Performance management is the ongoing
process of communication between a 
supervisor and an employee that occurs 
throughout the year, in support of 
accomplishing the strategic objectives of 
the organization. The process includes
clarifying expectations, setting 
objectives, identifying goals, providing 
feedback, and reviewing results.

Performance management is the ongoing 
process of communication between a 
supervisor and an employee that occurs 
throughout the year, in support of 
accomplishing the strategic objectives of 
the organization. The process includes 
clarifying expectations, setting 
objectives, identifying goals, providing 
feedback, and reviewing results.
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Performance Management: Seven sins…

1. Treating it as a once-a-year event

2. Not talking about it; waiting for 
“better” time

3. Avoiding difficult conversations

4. Failing to document in real time

5. Little or no specific goals

6. Focus on failure vs success

7. Surprising the employee.
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Responding to performance problems…
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Requires discernment:

What to do?  How to proceed? Questions to ask?

Skills or 
Behavior?

Performance or 
Personality?

Can or 
Can’t?

Will or 
Won’t?



Sample Decision Matrix: Performance
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High

Low High

W
ill

in
gn

e
ss

Ability

Can’t + Will

Can + Won’t

Can + Will

Can’t + Won’t

High Performers, Stars
✓ Tread lightly
✓Affirmation
✓Celebrate them
✓Growth & challenge

Unskilled , untrained
✓ Training & development
✓Coaching/mentoring
✓Regular check-ins
✓Orientating to job

Resistors, disengaged
✓Reaffirm expectations
✓Directive & feedback
✓Consequences discussion
✓Corrective action

Unmotivated , checked-out
✓Reigniting & diagnosing
✓Counseling
✓ Short focus goals
✓Plan for improvement



Performance improvement plans (PIP)…

+A formal, structured plan

+Helps identify problem issues

+Helps clarify/codify expectations

+Identifies resources & supports

+Includes timelines & consequences

-Less useful for personal issues

-May create resentment “trapped”

-Sometimes seen as “last straw”

-Often used too late in the process.
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What is it?

(See Sample PIPs In Guide)

PIP Checklist

✓Target areas

✓Success standards

✓Timelines

✓Resources

✓Review times

✓Consequences

1146 Performance Improvement Plan-Samples.pdf


Employees & Performance Feedback…

1. 75% - believe feedback is useful

2. 65% - want more feedback

3. 63% - Gen Z want more timely 
constructive feedback

4. 80% -Gen Y prefer on spot recognition 
vs formal reviews

5. 14% - lower turnover rate for companies 
who give regular employee feedback

6. One in five employees don’t believe
they will get regular feedback.
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*Interesting research findings: 

* Source:  www.oak.com/blog/employee-feedback-statistics/ 

See Sample Performance

Planning Meeting Form

See Sample Performance 
Planning Meeting Form

http://www.oak.com/blog/employee-feedback-statistics/
http://www.oak.com/blog/employee-feedback-statistics/
http://www.oak.com/blog/employee-feedback-statistics/
http://www.oak.com/blog/employee-feedback-statistics/
http://www.oak.com/blog/employee-feedback-statistics/
1146 Performance Planning Meeting Summary.pdf
1146 Performance Planning Meeting Summary.pdf


Discipline…
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“In most cases, the purpose of discipline is to 
instruct and correct rather than to punish. It is 
your responsibility as a manager/supervisor to 
explain to the employee those areas in which 
they are expected to improve, to make 
suggestions about how to improve, and to 
allow time for the employee to make 

improvements.

Office of Human Resources,
Rutgers University

“In most cases, the purpose of discipline is to 
instruct and correct rather than to punish. It is 
your responsibility as a manager/supervisor to 
explain to the employee those areas in which 
they are expected to improve, to make 
suggestions about how to improve, and to allow 

time for the employee to make improvements.”

Office of Human Resources,
Rutgers University

Source: https://uhr.rutgers.edu/employee-discipline-information-supervisors 

https://uhr.rutgers.edu/employee-discipline-information-supervisors
https://uhr.rutgers.edu/employee-discipline-information-supervisors
https://uhr.rutgers.edu/employee-discipline-information-supervisors
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Managing the discipline process…

• Get HR involved at every step

• Know/follow institution 
policies & procedures

• Set your ego aside

• Document, document, 
document

• Follow a progressive 
approach.
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What it involves:  

Source:  Fusion HR



*Adverse
Employment

Actions

A closer look at progressive discipline…
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Progressive discipline examples:

Informal Discussion (Counsel/Coach)

Pre-Discharge Options
(*demotion *suspension)

Written Warning(s)

Oral Warning (s)

*DischargeProgressive discipline is an employee disciplinary 
system that provides a graduated range of responses to 

employee performance or conduct problems. 
Disciplinary measures range from mild to severe, 

depending on the nature and frequency of the problem.

Source: Nolo.com - https://www.nolo.com

https://www.nolo.com/


Discipline:  Where to start?
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Pre-Discharge Option

Written Warning

Instruction/Training
Counseling
Coaching

1

Oral Warning
Written Warning

2

*Suspension
*Demotion

*Termination

3

Employee Impact - Seriousness of Issue

Performance Improvement Plan

*Adverse Employment Actions

Disciplinary Actions?

Disciplinary Actions?

Discipline-WhereToStart.pptx


The decision to terminate…

• If it’s not troubling, something’s wrong

• About dignity and respect

• Every firing is a failure

• Reasons to fire

• When to fire

• Follow institution policies

• Work closely with HR.
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Some final thoughts about discipline…
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“Be curious, not 
judgmental.”

          - Ted Lasso



Emotional Intelligence…

• Term coined by two researchers

• Popularized by Daniel Goleman
• Emotional Intelligence: Why it can matter 

more than IQ (1995)

• Working with Emotional Intelligence (1998)

• Social Intelligence: The new science of 
human relationships (2006)

• Others by Goleman and colleagues.
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“What really matters for success, character, happiness and life 
long achievements is a definite set of emotional skills – your EQ 
– not just purely cognitive abilities that are measured by 
conventional IQ tests.”

“…is the something in each of us that is bit intangible. It defines how we 
manage behavior, navigate social complexities and make personal 
decisions that achieve positive results.”

The Emotional Intelligence Quickbook, Travis Bradberry & Jean Greaves



40

Emotional intelligence: Four core areas…

Self-Awareness

Relationship Management

Self-Management

Social Awareness

Recognition                                       Regulation

Ability to recognize and understand 
your emotions and the impact they 

have on others 

O
th

er
s 

   
   

   
   

   
   

   
  Y

o
u Ability to regulate emotions, 

thoughts & behaviors; manage 
your stress and adapt to change

Ability to tune in to others, to 
understand the environment; to 

have empathy

Ability to use these skills to relate to 
and get  along with others,  to have 
good relationships, communication

See EQ Assessment in Participant Guide

1146 Emotional Intelligence Self-Assessment.pdf


The ability to share someone else’s feelings or 
experiences by imagining what it would be like to 
be in that person’s situation. (Cambridge Dictionary)

The action of understanding, being aware of, being 
sensitive to, and vicariously experiencing the 
feelings, thoughts, and experience of another. 
(Merriam-Webster Dictionary)

Understanding a person from their frame of 
reference rather than one’s own (APA Dictionary of 
Psychology).
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Emotional Intelligence – Empathy…
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Emotional Intelligence – Empathy (3 types)…

Daniel Goleman: The Brain and Emotional Intelligence (2011). Published by New Insights and available on Kindle

Cognitive
Empathy

Emotional
Empathy

Empathic
Concern

I can put myself 
into your shoes

I understand and
want to help

I feel with 
you
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Emotional Intelligence – Empathy research…

• More efficient

• More creative

• Increased job satisfaction

• Increased idea sharing

• Increased motivation

80+%

Ernst & Young Study   (2021 & 2023):

• Inspired positive change

• Increased mutual respect

• Increases productivity

• Reduced Turnover

Other Findings:

This slide depicts some reaearch findings on the topic of empathy. It includes various findings and some caveats that suggest some employees remain unconvinced about their supervisor's efforts to be empathetic.

 BUT 52% of employees
believed efforts to be empathetic weredishonest“lack of follow-through”

BUT 
52% of employees

believed efforts to be 
empathetic were

dishonest
“lack of follow-through”

Simon%20Sinek%20on%20Work%20Empathy.mp4
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Empathy –Can it be faked?… 

Big Bang Theory – Season 7, Episode 19 - The Indecision Amalgamation 



Your Superpower

Empathy45

Empathy:  Your difference maker

Simon Sinek - https://simonsinek.com/ 



• My final challenge 

• Create your own plan
• Start in your head

• Write it down

• Many models (Google)

• Focus on today’s content

• Make it simple

• Sample in participant guide.
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Creating an action plan

Great things are done 
by a series of small 

things brought together.

Vincent Van Gogh

Also known as Personal Development Plans

A Sample Action Plan.pdf
A Sample Action Plan.pdf
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Some final thoughts…

May 
you...
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