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All VA Regional Offices and Centers 





SUBJ:  First Level Supervisor Training



In July 2001, you received a questionnaire, from a team of Senior Executive Service candidates, aimed at identifying what training could be provided to first level supervisors and coaches.  The team had recognized that there exists a deficit in the assistance that has traditionally been provided to those individuals in preparing them for their important responsibilities.  As promised, we are sharing the questionnaire results.  





What Is the Purpose of This Letter?



Enclosed you will find, a summation of the results, the additional comments you provided, as well as the PowerPoint presentation used to brief Central Office management.  The results of this questionnaire were also used as part of the “Managing Transitions” module at the recent Leadership Conference, which was focused on workforce development.  The information provided should be shared with all first level supervisors and division chiefs.





What Are We Asking of You?



The questionnaire was used to develop proposed priorities of training needs for first level supervisors and coaches.  The team recognizes that there are many local initiatives used to address the needs of new supervisors.  Any stations that have local training plans, formal or informal, focused on management and leadership skills should e-mail your plans to Mike Dusenbery by October 10, 2001.  These plans will be incorporated into a comprehensive training package.
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Who May I Contact to Answer Specific Questions Regarding This Letter?



If you have any questions about this VBA Letter, please call Mike Dusenbery at 312�886�2362.





						             /s/

						Stanley R. Sinclair

						Acting Under Secretary for Benefits
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��Directors/Division Chiefs��In your organization, what is the greatest training need for first level supervisors?��Ability to assess staff's positives and negatives.��An opportunity for a counselor who believes they want to be a division chief to work directly with a VR&E Officer without a caseload as a temp assist? Obtaining some INSIGHT - BEFORE they are promoted so that they will have some idea of what to expect.��At this time, budgeting and finances dealing with contracting.��Based on the survey above I would venture to list Negotiation skills and Customer service feedback tools are our weakest link.  My division currently has only one first line supervisor.  She is the team leader for two teams.  She has been a firstline supe��Basic interpersonal skills training/basic supv. skill training��Beyond basic supervisory training, the new supervisors need hands-on training in using the myriad databases now available to monitor work done and plan for future actions.  Additionally, they need to understand in a very practical way, what they can an ca��Both of my first level supervisors had technical skills in the business line when they were selected.  I think the greatest training need is in the areas of dealing with the personnel of the division.  How to motivate, provide proper feedback, constructiv��Building a team approach to solving problems and getting the work done.��Building coalitions and Communications... Having a mentor��Business Acumen��Business Acumen, people are not recognized for their accomplishments in a timely manner��Business performance improvement thinking��Business performance improvement thinking��COACHING��Coaching and motivating employees��Coaching skills to include goal setting and employee development��Coaching/developing employees;listening and feedback; celebrating successes; how to bring out the best in people.��Common sense (hard one to teach).  How to convey goals to their people and facilitating team work.��Communication��Communication between supervisor and employees.��Communication skills and delegation of duties to subordinates.  Many of our supervisors have worked their way up through the ranks and have trouble making the transitions to one of authority.��Communication skills in the soft side of management. Specifically areas of negotiation, empathizing and motivation.��Communication skills.  There is a need for fist level supervisors to master the skill of communicating expectations, setting accountability standards, and then communication to their employees on a regular basis how they are measuring up and providing con��Communication throughout the organization. The Director communicates with Division Chiefs, therefore, the Division Chiefs are not communicating to the staff. ��Comprehension of the Labor Contract and how to implement it. The union is forever taking initiatives that are likely outside its right.��Contact HRM for technical advice before handling employee problems/issue.��Continuing education and development on coaching skills, improving communication and understanding and applying sound performance management practices��Critical thinking and decsionmaking; delegation and empowerment; organizational acumen��customer service; motivating employees to excell��Data analysis��Data integrity��Dealing with difficult employees��Dealing with difficult employees��Dealing with Labor Relations and other Human Resources Issues.��Dealing with poor performing or problem employees.��Dealing with problem employees, labor relations and grievance procedures��Dealing with problem employees.��Dealing with problems-employee leave, tardiness, poor performance-I think we are getting better-but it need constant work. ��Dealing with underperforming and/or misbehaving employees.��Dealing with unproductive employees.��Delegating, empowering, and personnel issues��Developing effective leadership skills, including: how to motivate employees; how to elicit cooperation and support; how to be assertive when necessary; how to impose disciplinary action when appropriate; how to get results.��Developing leadership skills.��development of interpersonal skills (listening, handling sensitive matters);organizational skills��Development of people skills.  Understanding the whole rather than the single.��Disciplinary actions.��Discipline��Discplinary Action and Workflow��Employee discipline training and workload management��Employee empowerment��Ensuring that newly selected supervisors get the training necessary to carry out their jobs as quickly as possible.  Often times official and structured training is unduly delayed and accomplished OJT style because of VBA's organizational demands/prioriti��Evaluating cusomer service feedback��Exposure to management practices.  Experience is usually gained by trial and error.  More formal training with mentoring is suggested.  ��First level supervisors are usually promoted to the position because of their production skills and or technical knowledge.  However, to be an effective manager, the manager needs "people skills", a complete knowledge of human relations policies and proce��First level supervisors need more training on dealing with problem employees so Division Chiefs aren't left with the task all of the time.��First line supervisors often retain too many duties.  Need to learn to delegate which holding subordinates accountable.��For those new to the VA, an overall class on the inter-workings of the VA, how each function affects the end productFor those who have years of experience, training on new procedures, policies, etc.��Getting along with and managing employees��Good understanding of human/work behaviors, clear guidelines for performance measures, how to handle difficult employees immediately.��Greatest training need is to become more successful in obtaining resources necessary to accomplish tasks. ��How to combine performance evaluation, goal setting, rewards & recognition, and workload management into a single solid package.��How to delegate and deal with difficuly people.��How to manage and respect people and listen.  Almost everyone can do the job given to them and improve it if encouraged and supported.��How to perform statistical analyses and develop plans of action based on trends detected during the analyses.��HR��HRM RULES AND PROCEDURES��human relations skills��Human relations, effective supervisory techniques, contract administration.��Human Resource/Labor Relations Training��Human Resources and Personnel Management��I do not have any first level supervisors!��I think, as my previous answers indicate, that building coalitions is an important improvement area.  Also, most supervisors who haven't been stationed at offices with LMR or EEO activities are limited in their pratical knowledge.��Identifying and focusing on important goals.  OFO has goals, station has goals and division has goals, whose goals come first? ��Implementation of change while still maintaining a high level of morale and motivation.  Labor/employee relations.  ��In my organization, I have long time managers that have had years to hone their basic management skills.  Where they are lacking is in Human Resource areas.  As we have consolidated, problems with employee performance, behavior, and motivation of a larger��Interest based bargaining/knowledge of master agreementMonitoring employee performanceMotivating employees to exceed performance requirementsAffective reward and recognition system��Interpersonal skills/relationship building��Intrpersonal relations��Knowing how to lead and develop employees.��Labor and union relations��Labor Management��Labor Management Relations��Labor relation skills;Leadership Role;Workload Management��labor relations��Labor relations��Labor relations, employee leave and Performance assessment and EEO. ��Labor relations, specifically understanding the Master Agreement between VA and AFGE.��Leadership Skills��Leading change and managing for results.��leading people��Learning to balance workload, staffing and performance.��Listening and communication skills. How to deal with good and bad employees. How to commicate goals and objectives. Workload management and analysis.��Managing for Results��Managing people��Managing people (performance appraisal, leave, communication, etc.)��managing the work��managing the workload for balanced scorecard results; confronting conflict (counseling the poor performer); team dynamics (getting the individualist employee to become a team player).��Managing time.��Managing, motivating and caring for teams & individuals��Methods to help employees focus on goals and to get staff committed to reaching goals. Training to help in dealing with multiple tasks. ��New first line supervisors need to better techniques re. how to delegate but still manage workload.��Organization and delegation skills��Organization of workload and team members to move work most efficiently��People skills-how to deal with all types of personalities.��Performance Appraisals and Delegation of duties/Work Flow Management��Performance evaluation. To obtain from employees similar levels of production. ��performance management��Personnel Management - Approaches and techniques for dealing with employees in a manner that consistently targets an improved return on investment for all - no matter the starting position or specific purpose of the interaction. All organizational gains a��Personnel Management, Labor Relations and EEO Management.  Also learning budget issues.��Personnel management.��Personnel regulations and procedures.  VA budget practices.  ��Personnel/HR management��Personnel/HR management��Problem analysis and resolution implementation.��Problem solving��Problem Solving and decision making.   In addition, training in goal setting and workload analysis.��Project Management��Self awareness and how it helps in dealing with different types of employees��Skill training in interpersonal communication.��Supervising the problem employee.  ��Supervisors need to learn analytical skills.  They need to be able to dig deep into problems and find the root cause of the problems and then craft solutions to fix those problems.  ��supervisory training��Team and people skills.��team building and leadership��Team Building and Performance Management (inter-connecting) Techniques. ��Team building in the current labor environment when we are asking so much of a work force that is so new to the VA and at a time when backlogs are so great and timeliness is so critical. We are asking staff to manage our limited resources and remain flexi��team building skills��team building skills��Team Building, coaching and feedback��Team-building skills.��Technical training.��They need practical training on dealing with employee problems and issues.  Time management is also important.��time management��Time management.  Negotiating skills.��time management; dealing with labor issues; handling marginal employees; planning and directing; team building��Timely training.  Training opportunities often come after the need for training has presented itself.��To have greater a greater concept of the Big Picture��To teach them how to manage people, supervise people, and evaluate people, including those they may consider close friends.��Tools for creativity & innovation.  Making adjustments to meet the workload. ��Training in budgetary and financial matters is his greatest need. ��Training in inspiring emplyees to embrace the rapidly changing work environment. ��Training in the "people" skills, communication, conflict management, expectation management��Training on HR and OPM procedures.��Understanding human behavior��Understanding the concept of becoming a Servant Leader.��Understanding the dynamics of a diverse workforce. ��Understanding the role of the supervisor and the responsibilities associated with the position.��Union contract and the need for greater comunication with bargining unit employees and progressive discipline.��Use of human resources, dealing with difficult employees, how reward exceptional performance.��We have developed a training program for our assistant coaches to prepare them to be effective coaches. We are also trying to apply it to the current coaches. This is our first attempt at this program, so we are learning as we go along. This kind of trani��We have several new supservisors.  They need essential suspervisory training and labor relations (contract) training.  More experienced staff need refresher training and "new methods" training.��We hvae a division chief but no other supervisor.��Whatever improves the SPIRIT in which people join together for a purpose - that's the greratest training need. ��Whatever it takes to cause people to work together for purpose in a GOOD SPIRIT - that's the most important training need.��Workload analysis��Workload analysis; proactive problem solving - not reactive; managing for results; seeing what has to happen now to make improvements far in future.��Workload management��Workload management��Workload management, encouraging employee involvement in the work, leave administration��
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��������������Supervisors��������������What is the Supervisory Responsibility that you feel the most uncomfortable performing ?��������������"Counseling" the "problem" employee...��������������"Public Affairs" Dealing with customers, media, etc. when the subject (problem) is specific in nature.  Having to tell a customer or employees "NO", concerning a controversial item.   ��������������(1) Disciplinary actions.  (2)  Constant follow-up to insure results when responsibility has been delegated.  ��������������Accepting employees that are forced on you.��������������Addressing a situation with a problem employee.��������������Addressing disciplinary problems, especially a conflict between two employees.��������������Addressing employee behavior and conduct issues.  I hope I never get "comfortable" doing this.  From personal experience, I have learned that the preparation and build-up leading to the actual one-on-one with the employee is worse than the actual confront��������������Addressing negative attitudes and some employees aversion to change��������������Administering directives which I feel may be counterproductive.��������������administering leave��������������Adverse actions��������������adverse actions��������������Adverse personnel actions required after many careful hours of documentation, counseling, and unsuccessful resolution.��������������Advising an employee of a different cultural background where that employee is developing habits contrary to good team functioning.��������������Although I have been supervises for many years, I still feel uncomfortable with our disciplinary procedures.��������������Analyzing workload and setting goals then following progress��������������Annual ratings��������������APPRAISALS AND LETTING AN EMPLOYEE KNOW THAT THEY'VE DONE SOMETHING WRONG.��������������Appraisals for below average employees��������������As a new supervisor I have not had a lot of experiene with EEO isssues. I consult the contract, but I would only benefit from foraml training. ��������������As with all supervisors dealing with problem employees.��������������Assigning duties that I know certain employees don't like to do.��������������AT THIS PARTICULAR TIME, I HAVEN'T EXPERIENCED ANY DUTIES I FELT UNCOMFORTABLE PERFORMING.��������������At times it is difficult to determine what to delegate.��������������Bearing bad news to upper level supervisors��������������behavior and/or performance counseling in order to improve the situation. ��������������Business Acumen:  This is the category that needs a lot of time to develop.  In most instances you tend to learn labor relations activites once you become involved in a certain situation, then it's like a crash course.  There needs to be ample time to dev��������������Calling the attention to my employees when they are not doing the work in a timely and correctly manner; when the workload calls for fast decision in their part. Example: When I only have 10 employees to handle over 80 personal interviews and over 500 cal��������������Changing the attitude of a senior Division Chief.��������������Communicating "bad" news to employees.��������������Conduct conversations with employees, such as lateness issues.Delegating to employees who have a heavy workload of their own.��������������Conducting Interviews��������������Conflict resolution staff members involving distribution of work equitably.��������������Confrontation��������������confronting emplolyees about work, behavior, etc��������������Continually assigning work to new employees that are already feeling overwhelmed.��������������Correcting employees who chronically violate rules��������������counceling someone on bad performance. Putting them on review.��������������counseling��������������Counseling a poor performer who has been allowed to get by for decades.��������������Counseling an employee about unacceptable performance and abuse of leave.��������������Counseling employee(s) and taking disciplinary action.��������������Counseling employees��������������Counseling employees��������������Counseling employees on behaviour, poor performance, and other assorted boo-boos...some lessons on how to nicely tell someone that their work stinks and that you are gonna help, (maybe) to get them back on track...as well as actually knowing what to do to��������������Counseling employees on behaviour, poor performance, and other assorted boo-boos...some lessons on how to nicely tell someone that their work stinks and that you are gonna help, (maybe) to get them back on track...as well as actually knowing what to do to��������������Counseling employees on leave abuse when they have documented medical conditions but I do not believe that the medical condition is the true cause of the leave use.��������������Counseling employees on work and/or conduct problems.��������������counseling employees regarding performance��������������Counseling on poor performance ��������������Counseling problem employees��������������Counseling problem employees��������������Counseling problem employees repeatedly on absentism, leave abuse, missed due dates, etc.��������������counseling problem employees with more seniority��������������Counseling session with employee and union. I am uncomfortable speaking in front of people.��������������Counseling the employees with problems affecting the workload��������������Counseling troublesome employees who are unwilling to modify their workplace behaviors.��������������Counseling.��������������Counselling and disciplinary actions.  However uncomfortable I have been successful to date��������������counselling on performance deficiencies��������������Couseling��������������dealing with  conduct/behavior  problems  ��������������Dealing with an irrate employee ��������������Dealing with and providing discipline to problem employees.Providing direct training and technical assistance ��������������Dealing with dead beat employees.  Since we have gone to teams and eliminated individual performance standards, the chronic underachievers do as they wish.��������������Dealing with difficult employees��������������Dealing with difficult Employees ��������������Dealing with difficult employees ��������������dealing with difficult employees - disciplinary actions��������������dealing with difficult people��������������Dealing with disgruntled employees.  ��������������Dealing with employee disciplinary actions.  ��������������Dealing with needy employees.��������������Dealing with personnel issues.��������������Dealing with poor performance issues and documenting appropriately for corrective actions.  I have received very little guidance in this area.��������������Dealing with problem employee��������������Dealing with problem employees��������������dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������Dealing with problem employees��������������dealing with problem employees��������������Dealing with problem employees ��������������Dealing with problem employees ��������������DEALING WITH PROBLEM EMPLOYEES - AND/OR DISCIPLINE ISSUES��������������Dealing with problem employees (either performance or conduct)��������������Dealing with problem employees especially when you used to be co-workers.��������������DEALING WITH PROBLEM EMPLOYEES WHICH LEADS TO DISCIPLINARY ACTION.��������������Dealing with problem employees.��������������Dealing with problem employees.��������������Dealing with problem employees.��������������Dealing with problem employees.��������������Dealing with problem employees.��������������Dealing with problem employees/disciplining��������������Dealing with problem employees; counseling; disciplinary actions.��������������dealing with section chief��������������Dealing with the "problem" employee who for unknown reason has decreased work productivity and seems to have lost their "spark" for the job��������������DEALING WITH THE PROBLEM EMPLOYEE��������������Dealing with the problem employee. Very little training is available to assist with this.  Most experience has been by trial & error.��������������Dealing with unmotivated, non-productive individuals.��������������Dealing withproblem employees��������������Defining elements on the score card for the Director��������������Delegating ��������������Delegating additional duties when employees are already overworked.��������������Delegating important items to teams for input/action.  Conflicts arise between management and bargaining unit employees who are asked to devise possible corrections that may affect their working conditions.��������������Delivering bad news to the customer. ��������������Denying leave when all employees request the same day.��������������Determining award money distribution��������������Dicipine��������������Dicipline��������������Diciplining adults with many years of service who simply want to ride to retirement.��������������disciplary actions��������������disciple of professional employees��������������Disciplinary action.��������������Disciplinary action.��������������Disciplinary action.��������������Disciplinary action;  And, explain to an employee who has done an excellent job, no award is available due to insufficient funds.��������������DISCIPLINARY ACTIONA��������������Disciplinary actions��������������disciplinary actions��������������Disciplinary actions��������������Disciplinary actions��������������Disciplinary actions��������������Disciplinary actions��������������DISCIPLINARY ACTIONS��������������Disciplinary actions��������������DISCIPLINARY ACTIONS��������������Disciplinary Actions��������������Disciplinary Actions��������������Disciplinary actions and being a mediator��������������disciplinary actions and EEO complaints��������������Disciplinary actions for employees to address performance and/or conduct issues.��������������Disciplinary and Adverse Actions ��������������Disciplinary issues��������������Discipline��������������Discipline��������������DISCIPLINE��������������Discipline��������������discipline��������������Discipline and failing performance evalutions.��������������Discipline and the required catering to the union.��������������Discipline for problem employees��������������discipline of subordinates for leave abuse or poor performance��������������Disciplining an employee.��������������disciplining employees��������������Disciplining/correcting conduct of subordinates.��������������DISCLIPINARY ACTION��������������Discplinary Actions��������������Discussing poor performance with employees, proposing disciplinary actions, dealing with problem employees repeatedly��������������Discussing with an employee why he/she didn't get promoted when I was not the selecting official.��������������Disiplinary Actions��������������Disipline action.��������������DISSIPLINARY ACTION��������������Distribution of Award Money.��������������doing performance evaluations (especially to someone who may not be doing as well as the others)��������������EEO/Grievance Procedures. ��������������Employee counseling & hostile confrontation.��������������Employee counselling��������������Employee Counselling/Disciplinary Action��������������Employee discipline��������������Employee discipline��������������Employee grievances when the grievance involves workload assignments that are beyond the control of either party.  This is especially difficult when a team has been given the power to choose their own destiny and management steps in with orders from above��������������enforcing performance improvement plans��������������establishing performance requirements ��������������Evaluations, counseling and disiplinary actions.  Most employees feel that they do as well or better than their peers.  ��������������Explaining reasons for non-selection to higher level position.��������������Fielding technical questions in which subject matter expert would be better source for assistance.��������������Filling out surveys��������������Getting subordinates to accept responsbility for after-hours emergencies.  In other words, I'm not comfortable (and often not successful) asking employees to come back to work at, say,  1 AM, even though it is important that I get them to do so rather tha��������������giving adverse actions��������������Giving employees adverse actions��������������Grievance��������������grievance process; too lengthy and time consuming. ��������������Handling employee complaints and grievances especially in an environment where workload outweighs the work force.��������������Handling performance problems��������������Handling personnel problems.��������������Handling problem employees when problems are due to prescribed medications.  ��������������Having to counsel personnel on the performance and and charging themwith awol and having to explain just why I am charging them. ��������������Having to deal with an employee who is making problems and not performing the task as instructed.  However, you learn that you need to deal with this situation immediately and swiftly. ��������������Having to deal with employees that are not performing or meeting standards when supervisors previously did not deal with same.��������������Having to deal with uncooperative employees and employees that abuse the system.��������������Having to go through the process of removing an employee. This is mainly due to the fact that HRM provides so little support or guidance.��������������having to take negative action (such as reprimand or a downgrade) due to employee's poor performance/behavior issues, etc��������������I feel most uncomfortable disciplining an employee.  ��������������I feel uncomfortable implementing something that I don't agree with.  Fortunately, this doesn't happen a lot and on the rare occasions when it has happened, I have successfully implemented the change, but I still feel uncomfortable with it nonetheless.  A��������������I feel very uncomfortable firing an employe.��������������I have only been in this position for 6 months and feel I have not received the training in the area of reports related to Balanced score card.��������������I' mpretty comfortable with all areas of my job.  Whether or not I perform them at an exceptional level is open for discussion!��������������I really dislike dealing with problem employees.  I've only had a small amount of experience in this, but it's a real problem for me.��������������Implementing unclear management directives.��������������INABILITY TO SUFFICIENTLY REWARD THOSE WHO HAVE PERFORMED HIGHEST��������������Increasing a heavy workload and rejecting someones idea because of regulations.��������������informing an employee of a sub-par evaluation��������������Informing employees when they made a mistake and how to improve.��������������Informing upper management that you disagree with a decsion and why.  It willbe held against you.  Tell them what they want tp hear, not what they need to know.��������������Informing upper management when they are making a wrong decision.  It WILL be held against.  Don't tell them what they needto know, tell them what they want to hear.��������������initiating performance improvement plans��������������Issues concerning the use of leave.��������������Labor grievances��������������Labor Management duties.��������������LABOR RELATED RESPOSIBILITIES I.E. UNION��������������Labor Relations and managing the Master Agreement.��������������Labor relations, but most of my employees are exempt employees.��������������Labor relations.��������������Leading people.��������������Leave administration��������������Leave administration, encouraging creativity��������������Leave problems, as they often involve personal problems of employees.��������������Listening to complaints about fellow employees and determining when to take action.  ��������������Making decisions about awards and preparing awards recommendations��������������Managing organizational human resources requirements��������������Managing problem employees, to include communication of issues and successfully facilitating improved performance.��������������Managing workload that far exceeds the resources.  The staff assigned in both numbers and skills cannot perform the work in the prescribed time frames.��������������Mentoring employees on Perfomance Problems when you have only subjective data��������������Monitoring and counseling for low leave balances.��������������Motivating employees to improve level of performance when already carrying a heavy workload.��������������None��������������None��������������None��������������Nothing.��������������notifying employees they have been terminated.��������������One of my employees failed to meet performance standards under a PIP and had to be let go.  That was terrible although it had to be done for the sake of the other employees.��������������outreach activities��������������PAPs/PIPs��������������perf appraisals��������������Performance Appraisals��������������Performance appraisals and dealing with argumentative staff!��������������Performance evaluations��������������Performance evaluations��������������Performance issues.��������������performance management��������������Performance Review, Disciplinary Actions, PIP, et al��������������Performance REviewing under "Pass-Fail'��������������Performance reviews��������������Performing and advising employees on adverse actions. Informing employees on their failure relative to their performance.  ��������������PERSONAL HYGIENE DISCUSSIONS��������������Personnel issues,  the actual act of discussing the problems, and the extreme amount of time involved in getting staff to change or at least giving them a chance to change.��������������Personnel issues, such as dealing with difficult employees��������������Preparing detailed written reports and performance appraisals.��������������Presentations��������������Presenting the performance evaluations to difficult employees.��������������Promotions on non-merit basis.��������������Providing disciplinary actions to include counseling, memos, reprimands, admonishments, etc��������������Providing negative feedback to employees ��������������Providing technical guidance, since I never worked in the jobs of the employees, I must supervise.��������������Punishing employees ��������������PUNISHMENT��������������Recommending termination actions.��������������repermanding someone��������������Repremanding employees��������������reprimanding employee��������������reprimanding employees��������������Reprimanding employees.��������������reprimands��������������required discipline��������������Resolving issues with problem employees��������������Rewarding my folks - we have little or no monetary award or support for awards in VRE I have a much longer list but you only asked for one ��������������Rewarding on an individual basis.  It is difficult to parcel out pieces of a small pie to selected individuals when everyone is doing his/her best without causing some disharmony.��������������Setting goals that are obtainable yet still aggressive.  ��������������Sexual harassment counseling. Issue is up for interpretation as to what is wrong.��������������Statistical Anaylsis��������������Supervising technical personnel��������������SUPERVISORY COUNSELING ON TARDINESS.��������������Taking action (removal, disciplinary, etc.) of a "negative nature".��������������Taking adverse action against an employee.��������������Taking adverse actions��������������Taking disciplinary actions against employees.��������������Taking dispilnary action against an employee when, we should be  spending more time develope employees for high achievement. ��������������Taking progressive discipline, especially when I believe the employee may not be capable of performing at higher level.��������������Talking to employees that fail to meet standards.��������������TALKING WITH AN EMPLOYEE ABOUT UNSATISFACTORY PERFORMANCE ��������������Telling an employee that they've done a bad job and why.  I believe that most people think they are doing well, and it's kind of crushing (but necessary) to tell them they are not.��������������Telling an employee when there performance has been on the downward slide and could be better.��������������Telling upper management we have not yet reached our goals and explaining all the reason why.��������������The whole job.  There is no manual or outline to explain the first line supervisors duties, responsibilities, etc; I am lost.��������������There is really nothing that I feel uncomfortable with.��������������Trying to answer claimant's inquiries as accurate as I want to but by reason beyond my control, I can not provide the information to them on time or atleast to their expectations.   ��������������Trying to obtain good work production from long term staff that have begun to show a slow down in work performance.  They are well aware of the difficulty to remove an employee for cause.  How to get these unproductive employees back into a motivated and ��������������Using the new tools in managing my team.  Such as, CAPS, using the OP Center, etc...  Also, managing high stress levels that have come apparent because of high workload and inexperienced personnel.��������������When someone is not performing at the expected level and must be placed on a PIP.��������������Workload analysis��������������Workload analysis and goal setting,and labor relations.��������������Writing someone on the word of another individual.��������������Writing someone up on the word of another individual.���������������

Individual Questions�Implement/ embrace/ manage change���Tools to encourage creativity/innovation���Leading a Task Force/Team���Teambuilding skills - leader's role in developing a team���Self Awareness Tools����Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient��Average Directors�4.64�3.56�3.78�3.00�4.42�3.67�4.36�3.14�3.53�2.86��Average Division Chiefs�4.45�3.66�3.95�3.23�3.91�3.51�4.40�3.51�3.47�3.16��Average 1st Line Supervisors�4.47�3.72�3.97�3.26�4.03�3.62�4.36�3.67�3.57�3.27��Average Overall�4.48�3.69�3.95�3.23�4.03�3.59�4.37�3.58�3.54�3.20���Individual Questions�Coaching/Developing Employees���Listening and Feedback Skills���Delegation/ Empowerment Training���Celebrate Success���Balanced Scorecard���Problem Solving and Decision Making Methods�����Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient��Average Directors�4.64�3.33�4.53�3.50�3.67�3.19�4.14�3.36�4.06�3.78�4.47�3.67��Average Division Chiefs�4.45�3.49�4.49�3.71�3.85�3.22�3.85�3.31�3.59�3.43�4.41�3.72��Average 1st Line Supervisors�4.54�3.68�4.55�3.93�3.99�3.32�4.10�3.51�3.46�3.12�4.37�3.84��Average Overall�4.52�3.59�4.53�3.83�3.92�3.28�4.03�3.44�3.55�3.27�4.39�3.79��

�

Individual Questions�Goal Setting���Workload Analysis���Supervisors Technical Proficiency in Business Line���Data Integrity���Knowledge of EEO processes���Dealing with 

Problem

 Employees�����Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient��Average Directors�4.25�3.44�4.47�3.64�3.92�3.92�4.69�4.22�3.89�3.50�4.31�3.56��Average Division Chiefs�4.04�3.41�4.22�3.67�3.99�3.86�4.48�4.09�3.83�3.48�4.38�3.52��Average 1st Line Supervisors�4.10�3.56�4.18�3.74�3.68�3.61�4.41�4.15�3.84�3.25�4.38�3.35��Average Overall�4.09�3.50�4.21�3.71�3.79�3.71�4.45�4.14�3.84�3.34�4.38�3.42��

�

Individual Questions�Labor Relations and Grievance Procedures���Training on the National Labor Agreement���Leave Administration���Performance Appraisals���Rewards and Recognition���Interviewing Techniques for Hiring and Promotion�����Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient��Average Directors�3.81�3.56�3.42�2.97�3.67�3.53�3.92�3.44�4.00�3.50�3.97�3.81��Average Division Chiefs�3.94�3.23�3.47�2.87�3.84�3.56�4.00�3.58�4.19�3.58�4.23�3.59��Average 1st Line Supervisors�3.81�2.97�3.39�2.58�3.92�3.81�4.07�3.60�4.32�3.52�4.04�3.35��Average Overall�3.85�3.09�3.42�2.70�3.88�3.72�4.03�3.58�4.26�3.54�4.09�3.46��

�

Individual Questions�Negotiation Skills���Organizational Knowledge/Political Awareness���Presentation/ Briefing Skills���Networking and Partnering���Developing a Customer Oriented Culture���Providing Excellent Customer Service�����Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient�Important�Proficient��Average Directors�3.67�3.00�3.69�3.14�3.81�3.25�3.92�3.47�4.64�3.81�4.56�3.50��Average Division Chiefs�3.65�3.17�3.66�3.30�3.63�3.53�3.69�3.41�4.48�3.80�4.62�3.83��Average 1st Line Supervisors�3.53�3.04�3.54�3.17�3.73�3.47�3.53�3.07�4.45�3.81�4.74�4.08��Average Overall�3.58�3.08�3.59�3.21�3.71�3.47�3.61�3.20�4.47�3.80�4.69�3.96��

�

Individual Questions�Customer Service Feedback Tools





����Important�Proficient��Average Directors�3.92�3.08��Average Division Chiefs�3.93�3.13��Average 1st Line Supervisors�3.88�3.17��Average Overall�3.89�3.15��
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