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Who Is a Supervisor? 

A supervisor may be defined as anyone in an organiza- 
tion who is responsible for the work of others, irrespective 
of the high or low status in the hierarchy of management. 
However, the immediate supervisors of the working force 
have been aptly called the key men in industry. Unquestion- 
ably they have one of the most difficult supervisory jobs. 
They must bring to fruition the plans handeddown to them, 
often with little or no opportunity to influence the formula- 
tion of the plans or the choice of the facilities with which 
they are to be carried out. It is their duty to develop a 
group of subordinates (possibly from personnel they, the 
supervisors, have no voice in selecting) who can, under any 
ordinary circumstances, get out adequate production with a 
minimum of friction, dissatisfaction, injuries, labor turn- 
over and cost. 

Any properly organized industrial corporation has a 
group of top executives to whom we refer loosely and 
collectively as management. These executives devote most 
of their time to developing those broad policies of adminis- 
tration that determine the general activities and functions 
of the entire organization. Immediately below management 
we find a group of division heads, superintendents, en- 
gineers and other staff experts, whose responsibilities deal 
less with overall administration and more with research 
activities and concrete problems of design andproduction. 

These executives and staff officials and advisors have the 
ear of management and are frequently called into confer- 
ence in matters pertaining to the formulation of company 
policies, but they usually can depend upon someone higher 
up for the final disposition of such matters as these. How- 
ever, they are called upon daily to make decisions or 
recommendations concerning actual operational plans, pro- 
cedures, and problems, and they must depend upon the 
operations supervisor to back up the judgments and justify 
the recommendations. 

The success of the organizations in which they are em- 
ployed depends largely upon the efficiency of the industrial 
supervisors. In industry, in business, in government - 
wherever the work of the world is beingperformed - first 
line supervisors are at all times very close to the firing 
line, and their general responsibilities are concernedwith 
getting the work done. If they fail, all the research and 
planning of technical experts and the decisions of manage- 
ment are useless. The work must be done. 

Management depends on the supervisors to get out ade- 
quate production in spite of any difficulties that may arise, 
and this without increasing costs unduly and without injuring 
subordinates physically or impairing their morale. Con- 
sequently, today’s successful supervisor (foreman, section 
head, office manager, gang boss, department head, “push- 
er* - call him by any of his names) must be a vigorous 
leader of men, a shrewd and effective planner of work and 
methods, a source of practical technical know-how, and a 
tactful mediator between policy-setting management on the 
one hand and rank and file workers (and possibly their 
union representatives) on the other. Small wonder, then, 
that the cry goes up again and again: UWe need better 
supervisors. n 

What Are the Major Responsibilities of the Supervisor? 

The basic responsibilities of the supervisor are: 

1. Making decisions 
2. Organizing 
3. Directing 
4. Controlling 

The supervisor is a manager and must perform all the 
functions of management named above. 

Although major decisions involved in the setting of ob- 
jectives for the organization, forecasting future business 
and general operating conditions, and formulating policies 
and general procedures are made at upper management 
levels and the final results are handed down to the super- 
visor, he must exercise sound judgment daily in decisions 
made within the framework of the company policy and 
concerning operations sndpersonnelproblems of his group. 
Moreover, the supervisor’s men will wait for himto make 
the important decisions for the group. He has the authority 
to do so, by virtue of his position, and the workmen expect 
him to accept the responsibility that accompanies that 
authority. So it is important to the organization that its 
supervisors know the following essential steps in formu- 
lating sound decisions. 

1. Gather the facts. 

2. Analyze and organize the facts, seeking relation- 
ships and definitions of the problems involved. 

3. Determine possible solutions or promising courses 
of action, utilizing technical knowledge and past 
experience. 

4. Evaluate each proposed solution or course of action 
in the light of knowledge, experience, and forecasts 
of future conditions, and choose the most promising 
alternative. 

5, Act on the decision, but follow up for control and 
evaluation of results. 

The supervisor that uses snap judgment is likely to be 
short of facts and is usually slighting other important steps 
in the judgment process. Hasty decisions made today and 
reversed tomorrow will cost the supervisor the confidence 
and respect of his men, will bring embarrassment to the 
offending supervisor’s superiors, andwill cost the company 
money. 

Organization is a scheme of purposeful relationships. In 
an industrial enterprise it means the proper kind and quan- 
tity of materials, the right types and sizes of machines and 
equipment, the correct number and kinds of employees 
properly assigned and fitted together, ample operating 
capital, all assembled and available at the right time and 
place. Without organization, even when purpose exists, 
there can be only chaos, with any adaptation of facilities 
or coordination of efforts toward a purpose purely coinci- 
dental. Organization enables the supervisor to establish 
proper relationships - man to man, job to job, and man to 
job - and to assemble his equipment and materials for 
required production at low unit cost. 

When the supervisor has completed his organization 
there should be definite objectives and goals outlined for 
the work group and clearly understood by each man; each 
job or task should be specifically assigned to the worker 
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eat fitted to perform it; each individual worker should 
have fixed responsibilities for which he and he alone is 
accountable; and the supervisor himself shouldbe prepared 
with proper technical knowledge, official company infor- 
mation, and operational records to enable him to lead 
and inspire his men anddirect andcoordinate their efforts. 

Directing, for the supervisor, means making fair and 
appropriate asSignmenta of various tasks, training men in 
proper work methods for their respective jobs, and pro- 
viding leadership for motivation and maintenance of high 
morale. Dynamic leadership is the cornerstone on which 
the entire managerial process rests. 

Leadership is the ability to get other people to work 
willingly through the leader’s influence and example. The 
workers honor the supervisor’s leadership, if they do, 
because they respect him and want to follow his direction, 
and it is important for the supervisor to know what his men 
expect of him. The following characteristics or qualifica- 
tions are commonly expected of the supervisor by the men 
and women in his group: 

1. That the supervisor know his job - not only have 
sound technical knowledge concerning the equip- 
ment , materials, and the operations assigned to his 
department, but also have clear understanding of 
the objectives and purposes of top management as 
they affect his department. 

2. That the supervisor be able to make good assign- 
ments - assignments that are reasonable andfitted 
to the man in the particular work circumstances, 
with directions that are clear and complete and 
include explanations of standards of quantity and 
quality expected, with fair distribution of undesir- 
able or preferred assignments. 

3. That the supervisor provide necessary tools, ma- 
terials, and working conditions to do a good job. 

4. That the supervisor follow up on every assignment 
to give recognition for a job well done or to provide 
corrective advice or training where needed. 

5. That the supervisor be courteous, understanding of 
the employee’s problems, willing to talk things over 
freely, prompt in handling any grievance, andcon- 
s&tent in his treatment of his men. 

6. That the supervisor rate his men honestly and 
represent them adequately to top management. 

Controlling, for the supervisor, means following up on 
his planning, organizing, and his delegation and assignment 
of tasks to coordinate efforts and activities towardthe ac- 
cepted objectives and goals. The patterns for control are 
set during the planning stages and during assignment and 
training. 

The good supervisor controls, always, by comparingper- 
formance and results with standards, never by comparing 
achievement of one person with that of another person. 
When the supervisor finds results at variance with stand- 
ards he initiates corrective action, usually advice or train- 
ing for the worker or changes in methods, tools, materials, 
or even workers. 

Some Specific Duties and 
Responsibilities of the Supervisor and 
His Concurrent Rights 

1. The supervisor is expected to get the workout - the 
correct amount, the proper quality, and on time. 
Acceptance of this responsibility should give him 

the right to know what is being planned far enough 
in advance to enable him to be ready for his part. 
He has the right to a voice in the selection of his 
own men and in any status change or other action 
that affects them. He has the right to make all 
assignments to his own men and to provide all train- 
ing, leadership, and supervision. 

2. The supervisor is expected to serve as an effective 
medium of two-way communication between man- 
agement andhis men. He must be carefully informed 
concerning the objectives and policies of manage- 
ment. He has the right to interpret all communica- 
tions for his own men and to be heard in their behalf 
concerning their work, needs, or feelings. 

3. The supervisor is expected to discipline his work- 
ers and maintain morale. He must be invested with 
the authority to carry out necessary disciplinary 
measures and should have the primary righttoad- 
minister all disciplinary action against his own men. 
He has a right to expect company working conditions 
reasonably conducive to good employee morale. 

4. The supervisor is expected to protect and care for 
company property. He has the right to expect au- 
thority for control over any property for which he 
is responsible, during the period of his accounta- 
bility. 

5. The supervisor is expected to supervise, observe, 
rate, and recommend his men. He has the right to 
have his ratings and recommendations considered 
as first evidence in any judgment of his men for 
wage or salary changes, status changes, or disci- 
plinary action. 

Qualifications of a Supervisor 

Supervision is in itself a profession, trade, science, or 
fine art, depending on how you look at it. It is the only 
profession or trade in which a man or a woman may be 
asked to turn out a good job without having specifically 
trained in that field. As a rule, the supervisor is chosen 
from the ranks because he has proved himself to be an 
excellent worker, or because some superior feels that he 
has the makings of a good boss. 

If you were the employer trying to pick a good super- 
visor, you would have a better basis than that. Probably 
you would look for a manwho: knows the best way of doing 
every job under his supervision; can do each one of these 
jobs the best way; can train another person to do any one 
of the jobs the best way; and canget an employee to do the 
job the best way after he has been trained. 
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