
THE TRUTH ABOUT SUPERVISION



ABOUT THE AUTHOR

Anne O’Brien Carelli, Ph.D., is the owner of Carelli & Associates,
a management training and consulting business in Delmar, New
York. Her clients have included corporations, state and federal
agencies, health care and education organizations, manufacturing
plants, and small businesses. She has assisted organizations in
restructuring to team-based management, establishing performance
appraisals, job interviewing and placement, designing customer
service systems, and implementing reward and recognition pro-
grams. She is a public speaker, college instructor, and author of a
number of business publications. She is the former Director of the
New York State Equity Center and Executive Director of the New
York State Association for Women in Administration.



Second Edition

THE TRUTH
ABOUT SUPERVISION

Coaching, Teamwork, Interviewing, Appraisals,
360° Assessments, Delegation, and Recognition

By

ANNE O’BRIEN CARELLI, PH.D.



Published and Distributed Throughout the World by

CHARLES C THOMAS • PUBLISHER, LTD.
2600 South First Street

Springfield, Illinois 62794-9265

This book is protected by copyright. No part of
it may be reproduced in any manner without written
permission from the publisher. All rights reserved.

©2010 by CHARLES C THOMAS • PUBLISHER, LTD.

ISBN 978-0-398-07959-8 (paper)
ISBN 978-0-398-08348-9 (eBook)

Library of Congress Catalog Card Number: 2010021902 

With THOMAS BOOKS careful attention is given to all details of manufacturing
and design. It is the Publisher’s desire to present books that are satisfactory as to their 
physical qualities and artistic possibilities and appropriate for their particular use. 
THOMAS BOOKS will be true to those laws of quality that assure a good name

and good will.

Printed in the United States of America
TS-R-3

Library of Congress Cataloging in Publication Data

Carelli, Anne O’Brien.
The truth about supervision: coaching, teamwork, interviewing,
appraisals, 360º assessments, delegation and recognition / by Anne
O’Brien Carelli. – 2nd ed.
p. cm.
Includes index.
ISBN 978-0-398-07959-8 (pbk.)
1. Supervision of employees–Handbooks, manuals, etc. 2.
Leadership–Handbooks, manuals, etc. 3. Employee motivation–
Handbooks, manuals, etc. I. Title

HF5549.12.C355 2010
658.3’02–dc22

2010021902



PREFACE

Supervisors may be managing projects by videoconference, or track-ing employees and tasks on their phones, but the basic skills of
supervision have not changed. 
This book is for supervisors who need realistic information about

how to do some of the principal tasks of a supervisor. It does not mat-
ter whether they are meeting with employees on the assembly line or
conducting a discussion with employees who are located around the
world. Strong supervisors use the same skills.
The Truth About Supervision: Coaching, Teamwork, Interviewing,

Appraisals, 360° Assessments, Delegation, and Recognition provides detailed
information for both new and experienced supervisors, as well as for
employees and students who desire to become supervisors. 
The book was created in response to thousands of participants in

supervisory training programs who were seeking basic, frank informa-
tion about how to conduct key tasks of a supervisor. The training par-
ticipants repeatedly indicated that they needed a resource that would
quickly supply them with succinct answers to questions about supervi-
sory issues. 
Supervisors who work in factories, hospitals, banks, offices, or any

other work setting have the same questions because the essential tasks
of a supervisor are universally similar. Many of the questions
addressed in the book were raised repeatedly in classes for new super-
visors, as well as in training sessions with experienced supervisors.
They wanted clear-cut steps, down-to-earth advice, and practical rec-
ommendations.
The examples of true experiences that are included in the book are

from a variety of workplaces such as manufacturing plants, health care
centers, law enforcement agencies, educational organizations, and bus-                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                             
inesses.
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The material contained in this book is also based on the author’s
experiences in working with hundreds of supervisors (or potential
supervisors) in a variety of settings. It became apparent that supervi-
sors everywhere needed assistance in how to:

• guide and coach employees 
• conduct job interviews that are informative and fair
• design and implement efficient teamwork
• carry out comfortable and effective performance appraisals,
including 360° assessments that involve multiple evaluations

• delegate tasks to employees who willingly accept the challenge
• recognize employees for their accomplishments and reward them
for making positive contributions.

The question-and-answer format allows supervisors to research a
specific problem or read an overview of a topic. Supervisors are en-
couraged to discuss the contents of the chapters with colleagues and
managers. Whenever a new activity or program is implemented, espe-
cially in an effort to comply with the law, supervisors should consult
with their Human Resources/Personnel Department and/or obtain the
advice of a legal representative of the organization.

SELF-ASSESSMENT TOOLS

Included in The Truth About Supervision are 33 self-assessment
tools that give supervisors the opportunity to check on their skills.
The handouts are provided at the end of every chapter and in a
CD included with the book. 
Supervisors can use the self-assessment tools to plan for coach-

ing and delegation, evaluate interviewing skills, assess communica-
tion and appraisal skills, and review the elements of successful
teamwork. 

A.O.C.
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Chapter 1

THE TRUTH ABOUT COACHING

I guess I better reserve an hour for coaching.
(Customer Service Supervisor, preparing to discipline an employee.)

Supervisors who understand the purpose of coaching discover thatit is a valuable managerial tool. Coaching allows supervisors the
opportunity to provide employees with information, support, and
direction. 
Coaching is not disciplining and it should never take an hour. When

a supervisor stops an employee in the hall and quickly reviews a new
procedure, that is coaching. When the supervisor meets privately for a
few minutes with an employee and provides ideas about how to im-
prove a presentation, that is coaching. When the supervisor calls an
employee into the office and briefly reviews expectations about work
policies, that is coaching.
Supervisors who are good coaches realize that coaching is a short

interaction with one employee who needs immediate guidance. It is
not a review of performance in general, or a disciplinary session. It is
not meant for identifying employees who are failing at their jobs, or
for warning employees who refuse to meet organizational standards.
Coaching is an educational process, designed for steering employees
in the right direction, and for providing information and support so
that employees can succeed.
Coaching is based on the premise that employees want to learn and

want to do things correctly. Coaching allows supervisors to intervene
when they spot confused or struggling employees, or employees who
are not following organizational policies or procedures. By coaching,
supervisors can guide employees back on track. If the coaching is done
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in an efficient and sensitive manner, then employees learn from the
experience and welcome the interest and guidance of their supervi sors.
This chapter covers the purpose of coaching, as well as the steps and

strategies that can assist supervisors in coaching effectively.

1. WHAT EXACTLY IS COACHING?

The term coaching conjures up images of an athletic coach, whistle in
hand, yelling from the sidelines and lecturing in the locker room.
Coaching in the workplace is not quite as dramatic. Effective supervi-
sors are actually coaching their employees throughout the entire work-
day because most coaching is informal, and takes place “on the run,”
requiring a few minutes of quick, focused interaction.
Coaching does not mean long conversations, tension-filled dia-

logues, and written goals and action plans. It does not mean that an
employee is in “big trouble” and needs to be put back in line. It does
not mean that discipline is necessary, and a closed-door meeting is in
order. Coaching occurs when a supervisor observes a behavior that
indicates that an employee needs quick guidance. Before the employ-
ee can get completely off track, the supervisor connects with the
employee, provides information and encouragement, and then moves
on. Coaching takes place when it is necessary to prevent a minor prob-
lem from getting worse.
The employee gains new knowledge and direction from coaching, as

well as support from the supervisor. Coaching can take two minutes or
15 minutes, but it rarely becomes a lengthy conversation unless addi-
tional problems surface.
Supervisors know that they are coaching when the interaction with

the employee is an intervention that is individualized and instructional. It
is a quick intervention when a supervisor spots the first signs of:

• faulty work behavior
• lagging work behavior
• employee confusion, complaining, or work avoidance
• employee unrealistic expectations
• employee need for encouragement.
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The coaching session is individualized because it is conducted pri-
vately, one-to-one, and immediately after the need for intervention is
determined.
The coaching is instructional because the purpose of the coaching ses-

sion is to quickly educate employees. For example, employees may
need to be reminded about expectations, deadlines, and standards.
They may not have realized that they are failing to follow organiza -
tional policies or procedures. They may be falling behind because they
need help with time management or skill development. It is the
responsibility of supervisors to catch the first signs of stumbling, and
then to coach employees so that they can learn how to improve. The
employees will then feel confident that supervisors will provide sup -
port and guidance.
Once supervisors understand that a major part of their job is to edu -

cate employees, then coaching happens automatically. It means that
supervisors are teaching when it is needed, keeping an eye out for
employees who may need assistance, and praising when improve -
ments occur.

2. WHY IS IT IMPORTANT TO COACH?

Coaching is essential because it is better to catch a problem in its ini -
tial stages than to wait until employees are really in trouble. Since
coaching is a quick, informal intervention, the results can be an imme -
diate change in the behavior of employees.
Although it is often tempting to ignore a problem to see if the

employee solves it, or to avoid an interaction with an employee
because it might be tense, it is better to step in, provide guidance, and
then step back again. The employee now knows what the supervisor
expects, and, if appropriate information is provided, the employee can
concentrate on getting work done effectively.
Coaching also tells employees that the supervisor is paying close

attention, has expertise and ideas to share, and is interested in assist ing
employees in doing their best work. If coaching is done on a rou tine
basis, then employees are not threatened by the process. They see it as
an opportunity to learn how they are doing and to gain clear direction
on what they can do better.
Although coaching is not intended to serve as a substitute for per -

formance appraisals, the coaching session can provide valuable infor -
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Chapter 2

THE TRUTH ABOUT TEAMWORK

I want you all to work in teams from now on.
(Nurse Manager, speaking to hospital nurses attending an annual 

planning meeting.)

It is easy to tell when an organization has established a successfulteam-based management system. Employees routinely take the ini-
tiative to meet together to discuss how to achieve the goals of the day
and the mission of the organization. They analyze their responsibilities
and progress, and make recommendations about productivity, safety,
and cost-effective policies and procedures. Supervisors work closely
with their teams to determine what needs to be accomplished, and
then leave it up to the teams to decide how to get it done. They pro-
vide consultation and direction but are free to work on managerial
tasks while the teams concentrate on organizing the workday. In a
strong team-based environment, there is constant open communica-
tion, trust, and a routine flow of ideas and problem-solving.
Is this really possible? Can groups of people work together so well

that they share in decision-making, openly express opinions, and
determine priorities and job assignments? Can employees really feel
as if their ideas and suggestions are taken seriously? Can supervisors
feel comfortable empowering employees to take on tasks that were tra -
ditionally the responsibility of management?
It is possible. True teamwork exists in a variety of organizations,

including large processing plants, international financial institutions,
nonprofit organizations, and small businesses. Team-based manage -
ment is based on the notion that employees at all levels bring uni-
que skills, creativity, and experience to their jobs, and those qualities
should be recognized and cultivated. If the talents of all employees are
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tapped, then the organization benefits with more ideas and better deci -
sions. Many organizations have discovered that quality teamwork re-
sults in improvements in all aspects of the workplace.
In organizations that have a true commitment to maintaining team -

work, with the concerns of both managers and employees taken into
consideration, it is possible to establish a team-based climate that is
comfortable and productive.
Supervisors are crucial in the team-building process. Their under -

standing of the purpose and benefits of teams, as well as the phases of
implementation, plays an important role in establishing a team-based
environment that is supported by all levels of the organization. In this
chapter, key elements of team-building are discussed, including the
phases of teamwork, the steps to implementing teams, the role of lead -
ership, and strategies for overcoming barriers to establishing success ful
team-based management.

1. WHAT EXACTLY IS A “TEAM”?

A “team” in the workplace is different than a traditional “work
group” because of the high level of employee interaction and com -
munication. The emphasis is on sharing information, gathering ideas,
and coming to agreement on the best ways to get jobs done.
“Teamwork” in any type of organization, whether it is an office, man -
ufacturing plant, or hospital, means that employees:

• set and monitor work goals together
• establish systems of team communication
• routinely meet to share information
• work closely with supervisors to plan and carry out work
• routinely participate in decisions that affect daily work
• routinely provide input into organizational decisions
• make daily decisions without supervisory approval
• evaluate the effectiveness of communication
• have many opportunities to share expertise and to develop skills
and interests.

In many cases, teams are expected to make decisions related to 
their daily work, without supervisory direction. The teams meet often,
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