
OUTLINE TO EFFECTIVENESS 
AS A GREEN INDUSTRY SUPERVISOR 
By James F. Gauss, Horticultural Consultant, Evanston, IL 

In the past eight years, I have had the opportunity 
to supervise four di f ferent groupings of people . 
T h e s e groupings ranged from five to fifty people ; 
professional and non-profess ional ; volunteer and 
paid staff ; trained and untrained. I am also the 
" s u p e r v i s o r " of a family of seven. During this t ime 
I have l earned and cont inue to learn much about 
my role as a supervisor and leader . What I have 
learned I will share with you in a s imple outl ine 
format. 

In planning 

1. Have a ca lendar marked with known work 
pro jects for the season or year . Both you and your 
staff should keep such a ca lendar . 

2. Write out a general work plan for each week 
for yourself and your staff . 

3. Have a written daily work plan with spec i f i c 
pro jects and personnel responsib le along with a 
designated supervisor . 

4. W h e n e v e r possible, give spec i f i c written in-
structions for each new task and equipment and/or 
tool needs, to the worker in charge. 

5. S c h e d u l e vehic le and equipment needs in ad-
vance with those responsib le for such. 

6. M a k e your expectat ions of complet ion time for 
each task well known. 

7. Be able to discern each worker ' s abi l i t ies and 
ach ievements and give them tasks matching their 
abi l i t ies w h e r e they are l ikely to succeed . Work 
from employee ' s strengths, not weaknesses . 

8. Def ine your goals and ob jec t ives ear ly . Start 
with r e a l i s t i c a l l y a c h i e v a b l e o b j e c t i v e s with 
matching personnel . 

9. Consult others per iodical ly in planning work 
schedules , assessment of procedures , personnel , 
and accompl ishments . 

In Task Mastering 

1. Give c lear , prec ise instructions. Who? What? 
W h e r e ? How? W h e n ? Who is to do the job? Who is 
in charge? What, speci f ical ly , do you want done? 
W h e r e is the job located? W h e r e do you want 
things or personnel to go? How, speci f ica l ly , is the 
task to be done? When do you want the job started 
and f inished? 

2. Be u n d e r s t a n d i n g of the n e e d for work 
slowdowns. For example , during a part icular ly hot 
day or af ter a hard task, you might expect lower 
productivity. This can be turned into a reward 
system by mental ly lowering your s tandards of pro-
ductivity temporari ly , by telling e m p l o y e e s that 
they can take it easy on this task s ince they worked 
e x c e p t i o n a l l y h a r d on t h e las t o n e , or by 
designating eas ier tasks or lengthening the re-
quired time for complet ion of the task. This can be 
viewed as an exchange for work speed-ups and 
high levels of productivity during peak needs. This 
is a better a l ternat ive to undirected s low-downs in-
itiated by the workers which would put them in 

control of the situation, foster insubordinat ion and 
poor work habits . 

3. Continual ly assess your own role, goals, e f fec -
t iveness, and progress. 

4. Be will ing to back up and change an approach 
to a task when something is not working out. 

5. Never bel i t t le , embarrass , or hol ler at an em-
p l o y e e , and e s p e c i a l l y not in f ront of o t h e r 
workers . Rather , take the e m p l o y e e aside and 
spec i f ica l ly point our your expecta t ions of him in 
that situation w h e r e he is fall ing short and how he 
can meet your expectat ions . If a worker tries hard 
to meet your expectat ions but fal ls short b e c a u s e of 
skill def i c ienc ies , then try to channe l his efforts 
into learning the task or an area of work more 
appropriate ly matching his present abi l i t ies . If a 
worker is unwill ing to meet your expectat ions 
when they are just, then the c o n s e q u e n c e s of his 
unwil l ingness should be c lear ly made known to 
him. 

6. Accept di f ferent ways and a p p r o a c h e s to get-
ting a job done. For the most part, be understanding 
and tolerant of an atypical work p e r f o r m a n c e 
which does not in f luence the work of others, in-
hibit a task from complet ion, or violate safety rules, 
and does not ref lect unfavorably upon the organi-
zation. Praise behavior and p e r f o r m a n c e you want 
to continue. 

7. Motivate workers through positive feedback 
and tangible rewards (a thank-you note, buying 
c o f f e e , p u b l i c r e c o g n i t i o n of a p p r e c i a t i o n or 
ach ievement , etc.) . 

In Delegating Authority 

1. M a k e your delegation of subordinate authority 
c lear ly known to that person and those he will be 
supervising and the a r e a of his responsibi l i ty . Keep 
your subordinate leadership well def ined and con-
sistent w h e r e v e r and w h e n e v e r possible . 

In Problem Prevention and Solving 

1. M a k e your expecta t ions for each employee 
c lear ly known to that employee . 

2. Nip all complaints in the b u d — b e willing to 
admit mistakes you've made and apologize for 
things you did which cause fe l low workers con-
sternation or adverse ly af fect worker morale . Pro-
mote reconci l iat ion in worker disputes. 

3. Let no complaint go unanswered . However , 
avoid debates over the Tightness of your decision if 
you have appropriate ly weighed all approaches 
and c o n s e q u e n c e s . W h e n e v e r appropriate , satisfy 
a worker ' s genuine des ire to know the importance 
of his task and why he 's doing it this way. 

4. Deal with employee problems promptly and 
decisively. Bring in additional people when neces-
sary and appropriate , espec ia l ly supportive peo-
ple, such as your supervisor, and the other persons 
in question. 
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5. Give warnings but not threats. However , a 
w o r k e r should b e c l e a r l y a w a r e of the con-
s e q u e n c e s for his unwil l ingness to meet the expect -
ations set for him. 

6. Give a worker f requent f e e d b a c k and thanks 
for his help and progress. Positive f eedback on 
shortcomings and progress, along with encourage-
ment, build a strong working relat ionship. 

7. Get your own emotions under control b e f o r e 
entering a confrontation situation. 

8. Do not holler , bully, or manipulate a worker 
into doing something. But ca lmly and decis ively 
direct a worker into the area of a c h i e v e m e n t and 
p e r f o r m a n c e you desire . 

9. Avoid threatening situations. Do not suggest 
organizational changes which affect personnel or 
a r e a s of ma jor work or leadership responsibi l i ty 
without first consulting those workers who will be 
a f fec ted . 

10. Learn to perce ive employee problem situa-
tions b e f o r e they manifest themselves , and take 
decisive, prevent ive action. First, check the job 
s i tuat ion—the task involved, yours or another 's 
supervision, co-workers, etc .—to see how that 
might be inf luencing a worker ' s attitutde and per-
formance . Lastly, be a w a r e of things outside the job 
which may b e affect ing a worker ' s attitude and/or 
per formance . If a worker can conf ide in you as a 

fr iend, then you can point out how his work perfor-
m a n c e has b e e n al tered, he lp him def ine the prob-
lem inf luencing his p e r f o r m a n c e , and perhaps help 
direct him toward a solution. Depending on the 
ser iousness of the problem, it may be necessary to 
bring other supervisors or adminis trators into the 
situation. Do not try to diagnose the problem or 
counsel the employee . 

11. B e will ing to withdraw a person from a task or 
responsibi l i ty that is c lear ly beyond his present 
capabi l i t ies and tell him why, without demeaning 
him or his efforts . 

In Working and Teaching. 

1. Demonstrate by doing—be a working super-
visor w h e r e v e r and w h e n e v e r possible . 

2. Be wi l l ing to b e a t e a c h e r . S h a r e your 
knowledge and skills. 

3. Allow for (expect and tolerate) mistakes; that's 
how we all learn. 

4. Foster a working c l imate which permits a 
worker to question, suggest, invent, learn, and 
change. 

5. Be a fr iend. Be willing to get involved with a 
co-worker . But c lear ly have in mind the limits of 
your own abil i ty and responsibi l i ty . WTT 

RESULT: 
Happier cus tomers , 
spraying t ime lost. 

NALCO-TROL: 
THE DRIFT RETARDANT 

AND DEPOSITION AID FOR 
CUSTOM APPLICATORS. 

Puts more pesticide where 
you want it. even on windy 
days. Improves weed and in-
sect control. 

less 

Retards damaging pesticide 
drif t to nearby susceptible 
crops, shrubs, gardens, etc. 

RESULT: 
Fewer comp la in t s , helps 
protect the environment. 

NALCO-TROL® pest ic ide 
dri f t retardant and deposi-
tion aid costs only pennies 
per gallon of tank mix. 

RESULT: 
Big protect ion at a smal l 
price. 

NALCO-TROL works w i t h 
most wate r -based pes-
ticides. No special nozzles 
required. 

RESULT: 
Easy to handle, easy to use. 
Complete use instructions 
are included on the label. 
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