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E. W. R. Best, M.D.D.P.H.,

I Director, Local HealthServices Branch, Ontario
Department of Health.

I OPENING ADDRESS

I Thank you for inviting me to make the opening address at this - the Tenth Annual
In,Service Training Course for Public Health Inspectors.

! •My staff have informedme that The Ontario Branch of the Canadian institute of
Public Health Inspectors have continued to provide outstanding in-service train-
ing courses for the past ten years at least.

I The subjects provided by these courses covered the full range of the Public Health
Inspectors' duties and included food, microbiology, water , swimming pools, sewage

I nd pollution, surveys, programme studies, legislation, report writing, communica-tions, ionizing radiation, insects.

i May I now review briefly the background of the Public Health Inspector. In 1935,The Canadian Institute of Public Health Inspectors established qualifications for
inspectors relating to secondary school education and technical training, and con-
ducted examinations for certification, awarding the "Certificate in Sanitary In-

I spection".

In 1963, the designation was changed by legislation from "Sanitary" to "Public

I Health Inspector". In establishing and conducting certification, The CanadianPublic Health Association has hadthe cooperation andassistance of The Canadian
Institute of Public Health Inspectors and of Federali Provincial and local health
authorities.

I In 1953, the one-year Public Health Inspectors' Course was established and it con-
tinued for fifteen years to 1968. During that time,359 students graduated from the

I course.

In 1967, the two-year Public Health Inspectors' Course was offered for the first

I ime by the Ryerson Polytechnical Institute, and for one year there was both a one-year course and a two-year course. This was in order that there would be gradua-
tes each year.

I he course for the Certificate in Environmental Health Administration is intendedfor senior supervisory public health inspector personnel. It is recommendedby:

I The Canadian Public Health Association,
The Canadian Institute of Public Health Inspectors,

I The Ontario Department of Health.

This course is now given by Ryerson by correspondence and in evening classes and

I t is to be established as a full-time day school course in September 1970. Thecourse will run from September 8, 1970 to April 30, 1971.

I
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As support for the Certificate in Environmental Health Administration course, the
tuition fees and!the inspectors'_salary while on the course will be considered as •
a shareable cost item in local health agency budgets. g
Attendance on the course will probably be limited to one inspector from a district
health unit, health unit or health department each year. This should be a subject •
for discussion with the regional medical officer as Ryerson has set a minimum of
fifteen for the course to be put on.

Now having reviewed the:background and training of the p_iblichealth inspector, we g
should lookatthe public health inspectors' programme in this era when wehave al-
most equal emphasis on pollution and economy.

Just as the control of communicable diseases such as dysentery, diphtheria, tetanus,
poliomyelitis, whooping cough, measles and tuberculosis was the basis for the es-
tablishment of full-time local health units in the immediate post-war years, so will •
it remain the foundation on which our programme is based.

But in these times of continual change we hear less of communicable diseases as •
such and find much greater emphasis on prevention. Prevention no longer means just |
what somebody does for us by the injection of a needle, or by chlorination and flu-
oridation of our water supply, or by pasteurization of our milk supply, or by sani- i
tation of our living environment and of the foods we consume. The new concept of |
prevention, as something that we can do for ourselves, will become increasingly
prominent and talked about, and what do I mean? I mean prevention of accidents by
personal anticipation when I am driving, when I am swimming, when I am in my home B
environment. I mean prevention of chronic chest disease, by not smoking cigar- m
ettes; or if I insist on smoking, by smoking cigars and pipes. And what has the
health inspector to do with all this? Prevention of communicable diseases was •
originally the main reason for the health inspector to exist as a distinct entity. i
He now has an obligation to fully utilize his unique position in the community to
exploit all possible opportunities notonly for the prevention of communicable
disease but to participate in every programme for which his training has qualified i
him. He will need to be adaptable and flexible in his approach to community health g
problems. He will need to work in very close cooperationwith other developments
in health services in the community. And finally, he will need to reduce or dis- •
regard some services which may have outlived their usefulness, or where other ser- |
vices have a greater demand on the available time. It is very difficult to reduce
services and undoubtedly the most helpful approach to this problem will be that of •
assigning priorities. i
But in order to assign priorities, it is necessary to have a planned programme to
know your basic statistics for your communicable disease, water, recreation; food, R
housing, compiaint, solid waste, and sewageprogrammes. When frequencies of in-
spections have been decided on, a programme can be set out and initiated. Now,
having planned and initiated the programme, it is necessary to find out if it is •
in fact doing what it was designed to do. •

I believe that this is an approach that should be taken by every practicing public •
health inspector. I believe that his programme should be planned cooperatively i
with his chief public health inspector so that the objectives of the programme are
met. This approach can make more effective use of the inspector's time, his mileage,

and his ability. It can improve morale by giving _greater job Satisfaction and thus i
improving publicrelations. i

!
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J This approach to programming can also be the basis for a submission to the Medical
Officer of Health and the Board of Health for additional staff to carry out the
planned programme. It might also lead you to discover that you have more staff

I than you need for present
your programme.

One Chief Inspector in ontario has reported that he was able to increase the number

I of inspections by his staff by over 30% by planning the programme in advance.
At this point, I would like to make reference to the role of the Regional Consul-

l tants in Public Health Inspection who have proven themselves as full members of theteam of public health generalists operating within our Local Health Services Branch,
coordinating the consultative services available through our specialized programmes
to local health agencies and acting as a direct link in the establishment and main-

l tenance of good communications between Environmental Health Services at the locallevel and the Provincial Department of Health. I am pleased with the developments
that have occurred in the regions resulting in greater involvement of senior in-

l spectors in the area of programme development. I hope that these meetings willcontinue to develop on a sound foundation and to deal with the problems that con-
front us from time to time.

I But while these regional meetings deal with current problems there is still the
necessity to deal with some subjects in greater depth and frequently these are
subjects chosen for "In-Service" training programmes. It is of interest to note

l that the Committee on Recruitment of Public Health Personnel of the Canadian Pub-lic Health Association recommended under the heading, Continuing Education: "12.2
that all public health personnel be given the opportunity to attend at least once

I every three years at public expense a refresher course of not less than one week'sduration."

In summary, we have reviewed the certification and training of public health in-

J We have looked at the inspector's position in the community
spectors in Ontario •

and have discussedpriorities and programming and communications.

l In conclusion, I wish you continued success in your "In-Service" training pro-gramme as you examine the many problem situations facing public health inspectors
today.

!
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.•:.......... C. :E. Sequeira, M.A., _Ph..D., .. me
Social Sciences Department, .... •
Ryerson Polytechnical Institute. i

, .. HUMAN RELATIONS . : . i

The term Human Relations applies broadly to the interaction of people in all types
of.endeavour:< inbusiness:, government,,social clubs,.schools,and homes. -This in- i
teraction is most significant where people.havebanded together in some sort of H
formal structure to achieve an objective. •.Employee human relations, therefore is
the•study of human behaviour at work and an effort to take.action in operating sit-
uations•in order-to 'produce better•results. By.definition,.Human•Relations is the •
integration.of people into•a work situation that motivates them to work together. •i

productively, cooperatiqely.,and with economic, psychological and social satisfac-

tions. ' ' .... ' ' " " " " i

Organization ... ,-..

.- -.... Effective Human Relations

" ' " " l-. : " . Ecgnomic . .. .-•Social. .Psychological ......
.. Rewards .. . Rewards .. , Rewards .....

i
At this stage it must be mentioned that there is a basic difference between social-
.ising and-mixing free_lywith people,,and.working.effectively with •them.• In other i
words, human relations.is much more than extroversion, friendliness and softness. ;. |
Human relations•requires the -learningof technical,knowledge about..human_behaviour,
development of social skills, development of analytical framework, and considerable

research•into conditions-affecting each situation ..... ..:.. i
g

I shall now attempt to isolate some of the typical psychological dimensions of hu-

man relations and discuss them very briefly. R
gO

The foremost concept that comes to my mind is the definition of psychology - a
scientific study of human behaviour. In this definition the term "behaviour", i
particularly its derivation, is very significant because it can be observed, re- •
corded, and studied. The following concepts in behaviour are now explored in
depth. (i) Stimulus, Response formula; (ii) The Id, Ego and Super-Ego;
(iii) Conscious, Pre-Conscious and Unconscious: (iv) The Subjectively Expected R
Utility model; and (v) The rationality-irrationality dimension.

The next dimension of human relations we shall refer to as perception and differen- •
tial perception. Differential perception is a major contributor to interpersonal' i
conflicts. Perception involves the use of the senses, i.e. seeing, hearing, touch,
etc. In addition to the use of the senses, perception involves the organising, i
interpreting, behaving and obtaining a feed-back from that activity. The charac- •
teristics of perception and the factors contributing to social perception are then
to be examined in depth. It is a naive view that we "see what really is there".
The validity of.a.given perception is a function of the consequences to which it i
leads. We are likely, then, to magnify some cues and ignore or minimise others.
To confuse us further, there is the concept of.selective ignorance. In this con-

nection, it is useful to examine the "Johari •window" and its impact on interperso- •
nal relations. This is illustrated in the following diagram. B

4 !
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! rs Unknown 3 4

l The implications of the four segments fn this window are a significant factor in
human relations.

I We now come to the inner thrust behind behaviour, namely, motivation. Motivation
is defined as an energizing state, deriving from an internal need, propelling an

l organism to activity. A prominent psychologist, named Maslow, propounded the hier-archical theory of motivation. Maslow puts motives in the following hierarchical
order: i. Physiological, 2. Health and Safety, 3. Belongingness, 4. Status
and Recognition, 5. Growth and Development, 6. Need to know and 7. Esthetic

l needs. When lower level needs are reasonably well satisfied, man aspires to climbto the next highest level in this hierarchy. Emphasis must be laid here on the
fact that the highest level needs (4 and up cannot be fully satisfied and as such

I can act as long term motivators). It must also be noted that a satisfied needceases to be a motivation. Emphasis can now be laid on the specific motivators
that contribute to inter-personal relations.

l The discussion now takes us to the role of management and styles of leadership
conducive to better human relations. The concepts of Douglas McGregor and Robert
R. Blake make a useful contribution in this area. McGregor discusses the impact

l of our "assumptions about people" on our behaviour toward them, and the extent towhich our metabolism goes to work to prove these assumptions. Blake discusses se-
veral styles of leadership and relates each style to overall effectiveness and

l inter-personal relations.
In the final analysis, an effective program of "Job Relations" will go a long _ay
toward improving inter-personal relations. The following is one such program:

J i. Let each worker know how he is getting along
(i) Figure out what you expect of him

l (ii) Point out ways to improve
2. Give credit when due

l (i) Look for extra or unusual performance(ii) Tell him while it is hot

3. Tell people in advance about changes that will affect them

l (i) Tell them possible.
why i f

(ii) Get them to accept the change

l 4. Make best use of each persons ability(i) Look for ability not now being used
(ii) Never stand in amans way.

l 5. People must be treated as individuals.

m 5
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I
Thus the decision-making cycle will involve getting the facts, weighing and deciding, itaking action, and checking results. Skills in good listening, effective participa-
tion, effective communication and feed-back form an integral part of the process for
good human relations. Significant groups in this process are management, supervisors,

employees, specialists, families of employees and labour unions. I

REFERENCES I
i. Keith Davis, Human Relations at Work, McGraw Hill, 1967.

2. P. Pigores and F. Pigores, Case Method in Human Relations, McGraw Hill, 1961. i

3. D. McGregor, The Human Side of Enterprise, McGraw Hill, 1960. i
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l R. deBurger, B.A., C.P.H.I. (C)J. Park, B.A., C.P.H.I. (C)
Health Sciences Department
Ryerson Polytechnical Institute

I PLANNED PROGRAMMING

l Administration, in its theoretical and practical connotation, is a fantasticallycomplex maze which incorporates elements of nearly all disciplines. It is treach-
erous ground where novices should (and do) fear to tread.

I It is with this in mind, that an attempt will be made to simplify and clarify some
major considerations involved in administration, specifically as related to plann-
ing.

l Current literature in administrative studies suggests considerable variation in
approaches to planning and organization. Unanimity is, however, achieved on the

i necessity of programming.
One of the recurring administrative acronyms, POSDCORB, exPlains the essential

i duties of any executive, and may be used to suggest an approach to this area.P O S D C O R B
L R T I 0 E U

l A G A R R P DN A F E D 0 G
N N F C I R E

I I I I T N T TN Z N I A I I
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T G I G G

| i oO. N
N

l PLANNING - broad outlines, methods to achieve definite ends
ORGANIZING - establishment of a formal structure to carry out plans

I STAFFING - selection and training of personnel to carry out plansDIRECTING - provide leadership and decision making in executing plans
COORDINATING - interrelating the various parts of the plan to achieve optimum results
REPORTING - keeping everyone informed, also maintaining a permanent record

I BUDGETING - fiscal planning, accounting controls

PLANNING

i It is absolutely necessary to distinguish between policy and planning. Policies
make up the fundamental principles upon which action - that is administration -

l is based. Policies fix the terms of reference within which plans are prepared.But policies are not plans. Rather they are the basic framework for planning.

Operational planning is preparation for administrative action. Its purpose is to

l produce a fairly detailed and specific program designed to achieve stated objectives.Operational planning contemplates action. It is indispensable in guiding administra-
tive effort, and gives meaning or purpose to administrative action.

i

l The veryact of operating any department entails the obligation to plan ahead, to
set objectives.. to devise a specific course of action.



!
The preparation of plans for administrative activity involves at least three phases: •

I. the determination of objectives
2. the measurement of an existing situation

3. the design of a program for positive action l

Planning as the means for giving direction to administrative operations is not com-
plete until all three phases havelbeen completed. It is the third especially - •
a program for action - that planning discussions often tend to ignore, as if a
statement of objectives and elaborate data aboutpresen t conditions were enough.
As far as administration is concerned, there is no plan until there is a proposed im
course of action. |
The job of planning is the constant task of refining and sharpening the objectives

to be accomplished through administrative action. _ I

Planning must, 0f necessity, anticipate difficulties and provide alternatives.

Fixing objectives is but one phase of planning. Another phase is a clear com- I
prehension of the existing situation. For only by measuring the gap between what
we now have, and what we want, can we fix the true magnitude of the job to be done.

The planner must know what i__s,as a part of projecting what SHOULD be. l

When objectives have been set in terms of desirable goals and in terms of the gap
to be filled, the Planner then faces the real challenge - to devise a program of •
action to produce his goal. This program will, of course, depend upon the needs i
of the department concerned.

!In short: A. - know why you are there and where you are going
B. - know what the current situation is in all. its aspects
C. - devise a means to achieve your objective within the bounds

of policy and budget, l

A plan is a decision with regard to a course of action. A rational decision is

one made in the following manner: I
i

i. the decision maker lists the opportunities for action open to
him

2. he identifies the consequences that would follow from the l
adoption of each of the possible options

3. he selects the action that would lead to the preferred set of I
consequences. D

Once that decision has been made as to what approach is to be taken, then two •
further steps become involved: l

A. implementation - elaborating and clarifying decisions so i
that they can be put into effect: •
motivating members of the organization to help
translate decisions into action.

B, evaluation - testing the results of the previous choices and l
actions to suggest new tasks or to facilitate or-
ganizational understanding and learning.

Decision making is primarily a means of mounting an appropriate response to a i
given situation rather than making a dramatic choice between significant alter-

natives. 8 i



i In planning, (in effect, decision making), the administrator must look:a. upward _to superiors (policy makers)
b. outward 7to the public (needs, wants)
c. downward 7 to subordinates

I d. forward to the future
(foresight)

e. backward _ to past experience '
f. inward 7 to self-evaluation

I Good planning is not a simple exercise, but it is an absolutely essential one.

l ORGANIZATION
An organization is a means to an end. It is a functional structure which exists
to facilitate the completion of a plan. It groups individuals who contribute to-

l ward getting something (which is desired) done.

In effect, an administrator ORGANIZES a means (AN ORGANIZATION) to carry out a

i decision which has been made. In so doing, he must seek to be cognizant of whatis required and how it may best be achieved with due consideration to economy and
efficiency.

l STAFFING

Staffing is an integral part of good planning. It is essential to assess the man-

I power requirements necessary to carry out proposed program. Much too little atten-tion is paid to this aspect. Most staffing appears to be done on a hit and miss
basis. Too little consideration is given to the part the individual is to play in

l the overall framework. Once a decision has been made on the direction and scope ofthe program, the provision of the necessary humanresources must follow accordingly.

l DIRECTING
It is the obligation of the manager or administrator to provide leadership and de-
cision making in executing plans. In so doing, he must achieve optimum results with

I the resources at his disposal.
Staff efforts must be motivated, their actions controlled, their behaviour modified

I to fit the needs of the organization. Without this active intervention by manage-ment, people tend to be passive - even resistant - to organizational change. We
may sum it up by saying that management consists of getting things done through
other people.

l There are many approaches to direction, yet these may generally fall into either a
HARD or SOFT category.

i The 'hard' approach takes a poor view of man - it assumes that man is naturally
lazy, lacks ambition, is indifferent and gullible. To this end, the 'hard' ap-

l proach includes coercion, threat, close supervision, and tight control over be-havior. This is singularly self-defeating. Force tends to breed counterforces;
restrictions of output, antagonism, militant unionism, and subtle but effective
sabotage of management objectives.

I The 'soft' approach tends to be permissive, satisfied people's demands and works to
achieve harmony. ,It may, however, lead to an abdication of management's essential

I function: to lead.

I 9
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The administrator must recognize that man has certain needs, m

i. physiological - e.g. food B
2. safety - to guard against threat, deprivation
3. social - to be accepted as part of his group i

- when 1 and 2 are sated, 3 becomes very significant l
4. ego needs - A. those needs that relate to one's self-esteem - needs for

self confidence, independence, achievement, competence

and knowledge, i
B. those needs that relate to one's reputation - needs for

status, recognition, aPPreciation, for the deserved re- i

spect from one's fellows. B
um_

5. self-fulfillment needs - these are the needs for realizing one's own po-

tentialities for continued development, for being i
creative in the broadest sense of that term. m

Management cannot provide a man with self-respect, or with the respect of his fel- i
lows, or with the satisfaction of needs for self-fulfillment. It can create don- |
ditions such that he is encouraged and enabled to seek such satisfactions for him-
self, or it can thwart him by failing to create those conditions. The man whose i

psychological needs are thwarted is as sick as one who is physiologically sick. i
In both cases there are behavioral consequences. Good direction and leadership will
be cognizant of the aforementioned and will attempt to provide the means to allow

a man to become an involved, intrinsic part of the team. i

COORDINATION

Coordination is the centripetal force in administration. It draws the skills and i
interests of the various groups and individuals together, leading them to a common M

goal. Coordination, employed skillfully, can achieve what is referred to as ORGAN-

IZATIONAL EQUILIBRIUM, which suggests a balance between what the individual contri- B
butes to the organization in energy, skill, and loyalty, and what he receives in
return by way of recognition, pay and security. Once attained, optimum conditions

will exist for success of the enterprise, i
i

REPORTING

Communication, in the form of directives, memoranda, letters and reports are the
life-line of any organization. It is the only way in which everyone'concerned can
be kept informed as to what is going on.

• IReporting, when done conscientiously, will serve as solid base for permanent re-
cord keeping. Records will assist in evaluation, and providing necessary data for

referral. This is another aspect which requires considerable effort to maintain.
Too often, it is one of the most neglected aspects of any organized activity. |
It is extremely difficult to plan in a vacuum. You must be aware of what is hap-

pening and what has happened in order to know where to go. B

BUDGETING
mm

The budget is simply a process of translating operating programs into fiscal terms, g
It is a coordinated plan of administrative operation which an administrator may use
as an instrument of executive supremacy, but which, in most cases, seems to be de- e

pendent upon a broad policy which may be political in nature, g

A well coordinated program, for which there is a proven need, stands a reasonable

|



chance of obtaining the funds necessary to allow it to be carried out. A hap-hazard approach to a similar problem might not. It is incumbent upon political
leaders to demand ample justification for the disposal of funds.

l CONCLUSION

This brief description of some common administrative concepts is by no means ex-

i haustive, nor is it meant to be. Rather it should be considered as a spur toanyone involved in day to day decision making and organization. There is an end-
less volume of material available on these topics, and for your consideration an

l arbitrarily selected bibliography is enclosed of works which were used to preparethis description.
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i
CASE STUDY nBACKGROUND

The Hokum County Health Unit was organized in 1953. It serves a total of eleven
municipalities, both urban and rural with a combined population of 176,000, and n
an area of 375 square miles. The largest municipality in the county is the town
of Balderdash which has a population of 16,000 and which is the county Seat. n

Balderdash and six other urban municipalities are somewhat closely grouped in the •
southern part of the county, so that approximately 80% of the population occupies g

the urbanized areas representing 5% of the land area of the county.
I

A continuous growth has marked the past 25 years in Hokum County. The towns have B
all show considerable population increases and large numbers of rural residences
have been constructed throughout the rural townships in the county. Fortunately, U
the urban areas have been able to accomodate their increasing populations demand g
for services in water supply and sewerage. This has not been the case in the town-
ships where individual wells and septic tank systems have been required. m
The Environmental Health Section of the health unit is organized into two divisions, g
The Food and Milk Division conducts a program which involves mostly routine visits
and sampling procedures in dairies, food processing, plants, slaughterhouses, res- •
taurants and bakeries. The Sanitation Division's program consists of inspection |
and approvals for septictank installations, water sampling (both routine and request)
and complaint investigation. IThe Environmental Health Section is staffed as follows:

Chief Inspector iFood and Milk - Senior Inspector
Food and Milk - 1 Staff Inspector
Sanitation - Senior Inspector
Sanitation - 4 Staff Inspectors u

During 1969, two new members were appointed to the Board of Health. One of these, n

a Mr. Jones, in private life a consultant in program planning, has been increasingly •
critical of the Environmental Health program and of the results which it has pro-
duced.

His chief criticism involved the amount of time which the inspection staff spent B
on septic tank installations. According to Jones, the monthly reports of the divii
sion clearly indicated that 70% of the time spent in the field was devoted to this
one function. Mr. Smith, the chief public health inspector, repeatedly defended n
his program at meetings of the board, and claimed that the service being provided
was vital, and could not be reduced. His reasons for devoting an apparantly large m
part of the staff time to septic tanks included the necessity for travel into the •
rural districts, and the need for both an initial inspection and at least One final g

inspection for every installation. He also pointed out that builders had a right
to expect prompt service when calling for inspections, therefore his staff did not n
attempt to organize inspection work to prevent double coverage (visits to the same m
vicinity on consecutive days).

Mr. Jones persisted in his criticism of the program nevertheless, andpointed out N
the generally low calibre of the eating establishments in the county. Finally,
Mr. Jones convinced the board of health to ask for the resignation of the chief. n
Throughout the entire proceedings, Dr. Wise, the M.O.H., Had conducted a "hands- i



I
i ff" policy. He had given Mr. Smith a free hand to organize and administer his ownprogram and clearly indicated to Mr. Smith that he would remain on neutral ground,

giving Smith the full responsibility of defending his program. On May ist, 1970,
Mr. Smith submitted his resignation_ to be effective in three weeks.

I You have all along been occupying the position of Senior Inspector in the Milk and
Food Division. This morning, Dr. Wise asks you to come in to his office. He in-

I forms you that he has selected you for the position of chief inspector, and laterin the day you submit a letter to Dr. Wise accepting the appointment.

You are now faced with certain administrative problems. First, it has been made

I known to the board will not consider staff and
youthat a replacement, expects you

to organize the program utilizing the remaining staff. You have also been informed
that you too will have a "free hand", as did your predecessor, but it was expected

I hat a saving would be apparent in the budget since the staff had been reduced byone-eighth.

I n the accompanying envelope you will find materials with which to work towardssolutions to your administrative problems.

I

I
I
I
I
I
I 13
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May 2, 1970 i

i
Dear Mr. Student: i

m
It is my pleasure to confirm your appointment as chief public health inspector

for Hokum County Health Unit. i
m

I have been directed by the board to apprise you of certain restrictions within
which you will be asked to plan your environmental health program.

These are: I

i. No replacement will be considered for the vacancy Which now exists i
on your staff. i

2. A reduction in your operating budget will necessarily follow. The mm
board assumes that this will be in the order of 1/8 (one-eighth) of •
last year's budget.i

Accordingly, and to provide a basis for discussion at today's board meeting, I i
ask that you immediately prepare, a brief outline indicating,

A. the general objectives of your program •
|B. a critical evaluation of the present status of the sanitation

program

C. your proposed course of action to be indicated on the summary i
sheets attached. I

D. how you anticipate maintaining the present workload volume with- e

in the restrictions of your reduced budget_ I

As youare aware, the board recognizes the excellent performance of your indivi-
dual staff members but feels that the program has not produced the optimum re- E
sults because of poor planning.

Sincerely, I

I. M. Wise, M.D., D.P.H. I

I
i

l0 i
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I
TRAVEL $ ACTUAL MILEAGE

I
Chief Inspector 1,500.00 12,000

I Senior 1 1,230.00 8,200
Senior 2 2,400.00 16,000

I Staff 1 2,175.00 14,500Staff 2 2,640.00 17,600

i Staff 3 2,700.00 18,000Staff 4 2,625.00 17,500

Staff 5 2,850.00 19,000

I
TOTAL 18,120.00

I
i AUXILIARY COSTS ACTUAL 1969-70

i. Maintenance 650.00

I 2. Supplies 410.00
3. Equipment 375.00

I 4. Conventions 135.00
5. Education 360.00

I 6. Subscriptions 75.00 i

2,005.00

I

I TOTAL

I Personal Services $ 76,700.00Fringe Benefits 15,300.00

Travel 18,120.00

I Auxiliary Costs 2,005.00

I $112,125.00

I
I 15
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PERSONAL SERVICES ACTUAL 1969-70 ESTIMATED 1970-71 H

i

Salaries .... i
i

Chief Inspector 10,200

Senior Inspector 9,100 ! D

Senior Inspector 9,100 i
Staff inspector 8,200 1 i
Staff Inspector 8,200 I

Staff Inspector 7,700 I D
Staff Inspector 7,200 i

Staff Inspector . 7;200 Bi

Clerical

!
Clerk 1 5,200

Clerk 2 I 4,600 H

I $76,700.00 D

!
FRINGE BENEFITS ACTUAL 1969-70 ESTIMATED 1970-71

O.M.E.R.S.

Unemployment Insurance g
Ont. Hosp. Insurance

Ont. Health Insurance B
Workmens Compensation

Canada Pension HP.S.I. (ext.)

$15,300.00 _ I

!
!
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I
I

YOUR BRIEF OUTLINE TO M.O.H.

I
I A. GENERAL PROGRAM OBJECTIVES

I
I
I
I
i B. EVALUATION OF PRESENT PROGRAM

I
I
I
I

C. PROPOSED COURSE OF ACTION (INDICATE BY INSERTING NUMBERS IN COLUMN 2. "PLANNED

I INSPECTION PROGRAM" OF BLANK REPORT SHEETS ATTACHED)

I
I

D. HOW YOU PROPOSE TO MAINTAIN WORKLOAD VOLUME WITH A REDUCED BUDGET.

I



I
S. Nassif, Ph.D., P. Eng.,
Consultant and Development []

Section m
Public Health Engineering Service,

Ontario Department of Health. I
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E PROCEDURES IN SOILS
i. The Origin and Different Forms of Soils:

l Most soils accumulation of mineral grains not cemented
are a heterogeneous

together. However, the term "soil", as used in engineering purposes, in-
cludes virtually every type of uncemented or partially cemented inorganic

I and organic material found in the ground.
The soils are formed by the disintegration of rocks under the action of

I frost, rain and temperature change. The final disintegration produced thesoil particles namely gravel, sand and clay. Sometimesthe soil particles
deposited and consolidated, bythe action of water and pressure, and turned
again to rock.

E The considerable movement of the disintegrated particles by means of wind,
or stream, may deposit the material a great distance from its source, may

B change its particles from angular to rounded shapes and may grade the var-ious sizes.

I Probably the most productive agency of soil forming is water. When streamsand rivers enter a lake or the sea, the load of sediment carried is deposited

in graded sizes, the largest particles first and the smallest particles later,
when the velocity of water decreased.

I The ice age has left accumulated deposits of till, which are gravel, sand
and clay deposits, sometimes of great depth, as it is the case in southern

l Ontario.
Wind-blown soils, as in case of loess, are sometimes encountered in civil

i engineering work.
2. Composition and Engineering Properties of Soil:

l 2.1 General

The engineering behaviour of a soil is certainly more dependent on the com-

l position of the soil than on any other characteristic. While the completemineral analysis of many soils requires little effort, the analysis of some
of plastic soils can be very troublesome.

I There can be both chemical and physical one component on
effects of another.

For e_ample, we can mix a sand which has a compacted maximum density of i_0
ib/ft_ with a clay which has a maximum compacted dry density of _00 ib/ft

i and get a mixture which has a compacted dry density of 120 ib/ft . The clayparticles are small enough to fit into the voids of the sand. Colloidal
principles and ion exchange fundamentals suggest many possible chemical te-

l actions between soil components.
Free iron oxides and organic matter could have effects on the engineering

i properties of soil as to give it cementation and to reduce the plasticityand compressibility.

2.2 Soil Components

l Particles larger than 3 inches are excluded from the unified Soil Classifi-
cation System. However, it may be of great importance in the selection of



i
embankment material to give information on the quantity and size of particles

larger than 3 inches, i

There are two major divisions - The coarse grains and the fine grains.
Coarse grains are those larger than the No. 200 sieve size (0.074 mm.) and am

they are further divided as follows: •

Hydrometer Analysis Sieve Analysis I

Clay and Silt SAND GRAVEL

Fine Medium Coarse Fine Coarse B

.001 mm. Sieve No. 200 No. 40 No.10 No. 4 3/4" 3" !
Organic material is often a component of soil, but it has no specific grain
size. It is distinguished by the composition of its particles rather than •
by their sizes which range from colloidal sized particles of molecular di-
mensi'0ns to fibrous pieces of partly decomposed vegetable matter several

_hches in length. •

2.3 Gradation

The amounts of the various sizes of grains present in a soil can be deter- i
mined in the laboratory by means of sieving for the coarse grains and se--
dimentation (wet mechanical analysis) for the fines. The laboratory results
are presented in the form of a cumulative grain-size curve. For soils con- •
sisting mainly of coarse grains, the grain-size distribution reveals some- |
thing of the physical properties of the material. On the other hand, grain
size is much less significant for soils containing a preponderance of fine

grains, i

Typcial gradations of soils are:
i

WELL GRADED - Good representation of all particles sizes from largest to B
smallest.

POORLY GRADED - Uniform - most particles about the same size, or I
Skip Gradation - absence of one or more intermediate sizes

In the field, soil is estimated to be well graded or poorly graded by visual B
examination. For laboratory purposes, the type of gradation can be deter-

El

mined by the use of criteria based on the range of sizes and on the shape
of the grain-size curve. The measure of size range is called the coefficient i

of uniformity, Cu, which is the ratio of the 60% finer than size (D60) to the
10% finer than size (DI0). Photographs of typical gradations and correspond-

ing grain-size curves are shown in (Fig. i). n

2.4 Sh_

an important influence on the physical pro- BThe shape of the particles has

perltiesof a soil. The following shapes are most common: i

(a) Bulky 0r equidimensional grains - These may be further described as •
rounded, subrounded, subangular, and angular. The coarse- grained g

20 i



!
components Of a soil are_usually of the bulky type, consisting chiefly

I of the minerals quartz and feldspar.
(b) Flaky grains, also called plate-like particles - These are present in

appreciable quantities in many fine-grained soils. Mica and some clay

I minerals have this shape, which is mainly responsible for their highcompressibility.

i 2.5 Consistency
A typical soil mass has three constituents - soil grains, air and water. In

l soils consisting largely of fine grains, the amount of water present in thevoids has a pronounced effect on the soil properties. Three main states of
soil consistency are recognizable:

l (a) Liquid state - in which the soil is either in suspension or has thenature of a viscous fluid.

I (b) Plastic state - in which the soil can be rapidly deformed or remoldedwithout elastic rebound, change of volume, cracking or crumbling.

(c) Solid state - in which the soil will crack when deformed or will ex-

I hibit elastic rebound.

In describing these soil states it is customary to consider only the frac-

l tion of soil smaller than the No. 40 sieve size. For this soil fractionthe water content in percentage of dry wieght at which the soil passes from

the liquid state into the plastic state is called the "Liquid Limit" WL-

l A device (Fig.2) which causes the soil to flow under certain conditions Isused in the laboratory to determine the Liquid Limit. Similarly, the water
content of the soil at the boundary between the plastic state and the solid
state is called the"Plastic Limit" (W). The laboratory test consists of

I repeatedly rolling threads of the soi_ to 1/8 inch in diameter until theycrumble, and then determining the water content (Fig. 3). The difference
between the Liquid Limit and the Plastic Limit corresponds to the range of

l water content within which the soi_ is plastic. This difference of watercontent is called the "Plasticity Index" (P.I.). Highly plastic soils have
high P.I. values. In a nonplastic soil the Plastic Limit and the Liquid

i Limit are the same and the P.I. equals o.
These limits of consistency are called "Atterberg Limits" after the Swedish
Scientist, and are used as the basis for laboratory differentiation between

l materials of appreciable plasticity (clays) and slightly plastic or non-plastic materials (silts).

I 2.6 Field Identification of Soils
With sufficient experience a soils engineer could be able to estimate the

l Atterberg Limits of soil. However, three simple hand tests have been foundadequate for field classification of fine soils and to determine whether the
fine-grained fraction of a soil is silty or clayey, without requiring esti-
mation of Atterberg limits in the laboratory. These tests are:

I (a) Dilatancy: (reaction to shaking)

i This is an important identification for silts and to distinguish it fromclay. Silts are unstable in the presence of water and have a tendency to

I 21



I
become "quick" when saturated. Quick silts are called "bulls liver" by
construction men. Silts are fairly impervious, difficult to compact, and are i
highly susceptible to frost heaving. Silt masses undergo change of volume •
with change of shape (the property of dilatancy) in contrast to clays which i

retain their volumewith change of shape (the property of plasticity).
i

The Dilatancy test is simply made by placing a pat of about one-half cubic i
inch in the open palm of one hand and shake horizontally (Fig. 4), striking

vigorously against the other hand several times. A positive reaction con- •
sists of the apperance of water on the surface of the pat which changes to n
a livery consistency and becomes glossy. When the sample is squeezed bet-
ween the fingers, the water and gloss disappear from the surface. Very fine

clean sands give the quickest and most distinct reaction, while a plastic i
clay has no reaction. Inorganic silts, show a moderately quick reaction, i

(b) Dry Strength (crushing characteristics) i
D

Let the soil sample dry bysun or air drying and then test its strength by
breaking and crumbling between the fingers. The dry strength increases with i
increasing plasticity. High dry strength is characteristic for clays. A •
typical inorganicsilt possesses only very slight dry strength.

i

(c) Toughness iconsistency near Plastic Limit) i

A specimen, after removing the larger particles, of about one- half inch
cube in size is molded to the consistency of putty. If too dry, water must •
be added and if sticky, the specimen should be allowed to lose some moisture |
by evaporation. The specimen is rolled out by hand between the palms into a
thread about 1/8 inch in diameter. The thread is then folded and rerolled i

repeatedly till it crumbles when the plastic limit is reached. After the i
thread crumbles, the pieces should be lumped together and a slight kneading

i

action continued until the lump crumbles.
i

The tougher the thread,near the plastic limit and the stiffer the lump when i
it finally crumbles, themore potent is the colloidal clay fraction in the
soil. Weakness of the thread at the Plastic Limit and quick loss of co- •
herence of the lump below the Plastic Limit indicates either inorganic clay i
of low plasticity, or materials such as Kaolin-typeclays and organic clays.

Highly organic clays have a very weak and spongy feel at the PlasticLimit. g

3. Permeability of Soils:

3.1 General i

Bernoulli equation states that for all points of a smooth walled pipe the i
sum of the three quantities shown below is constant: B

2
--P_ + z + v--l--
g 2g = constant i

where i

l
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i _ = preasure head

i _ = the density of the fluid
z = the position head

i v2 = the velocity head

I The sum of the first two terms of the equation is called the "piezometric
andhead h" the equation of Bernoulli Could be written in this form:

| v2
h + _ = constant

i It is evident that, if the fluid is flowing through a pipe without frictionand with constant velocity, the head in all points of the pipe would be the
same. If the friction along a rough walled pipe is taken into consideration,

i a correction term should be introduced to Bernoulli equation.
Lot of experiments were carried on fluids flowing through porous media, have
led to the following results:

I Along the axis of a pipe, as shown in fig., let us take 2 points, a distance
1 apart, and let 2 piezometers to be inserted in these 2 points. From any

I arbitrary horizontal plane the water will rise to and h2.
, h1

The hydraulic gradient

I il
• -, _ ----I_

I 1 _

I [,
• - _ hi. pi_e

!
I where

l _ H = seapage head loss by friction in a distance _ I.
Experiments have shown that the seapage velocity is a function of the hy-

i draulic gradient iv = f (i)

I For many noncohesive soils, as in sand and gravel, there is a linear re-lationship between the seapage velocity v and the hydraulic gradient i and

I 23
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Darcy was the first who found out: i

v=k. i

dh i= -k d'l-
where

v = seapage velocity

k = seapage coefficient l

i = hydraulic gradient imm
In cohesive soils, as clays, in which the water is held by a molecular bound

nature, Darcy's equation is not valid and the equation could be reformed to i
dh

v = - k ( _- io)

where io may have values from 20 - 30 in fett clays i
i

3.2 Methods of measuring the permeability:
i

3.2.1 Laboratory tests i

In case of non-cohesive soils, disturbed samples in jars or plastic bags i
are collected. The samples are compacted in order to reach the bulk density •
as in nature. For cohesive soils, compaction is useless, and undisturbed

i

samples should be provided in thin-walled tubes.

(a) Constant head permeameter - for sand and gravel i

-- ':h

!
_ !

Q. I
' I

The Constant Head Permeameter I
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Q . 1

I k = t. h. A

where

l k = coefficient of permeability (cm/sec.)

i Q = discharge (cm3)
t = time (sec.)

l h = head lost (cm)

1 = length of sample (cm)

I A = cross section area of the sample (cm2)

i (b) Variable head permeameter - for silt and fine sand

I f

!

!
The Variable Head Permeameter

a . 1 .ho

k = 2.3 A . t l°gl0 h1I
m 25
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where Ia = cross section area of the standpipe

t = time needed for the head to fall from ho to hI B
M

1 = length of sample

A = cross section area of the sample n

(c) consolidation test - Indirect method - for clays

k=C .m ._ B
v v w

where B
C = Coefficient of consolidation u
v 2

= 0.848 x (2H) in2/ min "Taylor"
4 x t90 |

2H = average sample height in inches

t90 = time in min. at U = 90% i

m = coefficient of volume Compressibility

v ia
= v

1 + e o II
a = coefficient of compressibility nv

= _4e I_p

3.2.2 Field tests nn
There are several field methods to determine the permeability of soils. In

general, field tests give more accurate results than laboratory tests which •
sometimes do not represent the entire formation of the soil. Among the field m
methods are : the groundwater velocity method, the dye method, the salt me-
thod, and the discharging-well method. The last is used on a larger scale
in civil engineering projects as: dams, reservoirs and tunnels. The results i
obtained from this method are of a high degree of accuracy. i

The discharging-well methods: Bmm
The formulas used in these methods which are derived from Darcy's law, are

based on reaching a steady-state flow of water and the cone of depression •
around the discharging well has reached equilibrium. These formulas depend H
on the hydraulic boundaries of the soil.

Case !: The caisson of the pump is rested on an impervious layer overlaid n
by the water-bearing bed of uniform permeability. m

i
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I 2 2q =_.k z -z_
loger- loger_

!

I where
q = discharge per unit time

I k = coefficient of permeability
z = thickness of water at radius r

I zo = thickness of water just outside the caisson at ro

I 27



Case 2: The well penetrates two impervious strata as shown:

!
/4

I,

I
/,/ /

r2 I
q loge

•r1

k-- I2_"
d(sI - s2)

where I

k = coefficient of permeability

q = discharge per unit time I

sI - depression of the water table at rI I

s2 = depression of the water table at r2

I
3.3 Permeability values for different soils

The coefficient of permeability varies inversely with the specific surface I
of particles, i.e. the surface area per unit weight. The following table
shows approximate ranges of the values of the coefficient of permeability

for different types of soils. I
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l Coefficient of permeability k cm/sec (log scale)

lpI l,o 19-I lp-2 1o-3 IQ-4 ip-5 lp-6 ip-7 lp"s ip-9

GOOD POOR PRACTICALLY IMPERVIOUS

I Clean Clean sands, clean fine sands, "Impervious"
Very organic

gravel sand and gravel and inorganic silts, mix- soils, e.g.,
mixtures tures of sand silt and clay, homogeneous

l glacial till, stratified clays belowclay deposits, etc. zone of
weathering.

!

!
!

!
!
!
I
!
!
!
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Ontario Department of Health

Public Health Division i

Environmental Health Services Branch n
m

PUBLIC HEALTH ENGINEERING SERVICE

FIELD SOIL INVESTIGATION i

Prepared by: S. Nassif, Ph.D., P.Eng., Soil Scientist i
g

The purpose of this paper is toprovide information on the collecting and
identifying of soil samples to evaluate the soil for subsurface disposal m
systems. In addition, some direction is given concerning water table ob- |
servation.

(I) General I

Soils may be classified depending on the size and variation of the indivi-

dual particles• The Unified Soil Classification System is one which is i
commonly used. Under this system, soils are classified as follows: m

Silt Sand Gravel H

i

Clay

Fine Medium Coarse Fine Coarse

•002 mm. #200 #40 #i0 #4 3/4" "3" H

Differentiation among these soil classifications is important since the

nature of the soil is a positive indication of its properties, i

Visual judgment of particle size and assessment of soil type classifica-
tion is not conclusive; the only reliable method of determining soil type i

is by laboratory analysis following standard testing procedures. H

Sampling techniques are also important, since poorly collected samples or
samples taken from a depth or an area which do not represent the involved n
soil layer could easily mislead the analyst. Collected samples must be m
adequately identified so that the location and depth from which the sample

is taken can be known with certainty• i
I

(2) Equipment Required for Sofl Sampling

Equipment used for taking soil samples varies with the purpose for which the H
soil samples are taken. For subsurface disposal systems, one is interested HI

in the characteristics of the subsoil from the ground surface to a depth of

about six feet. The following equipment is required: i
g

(a) Drilling equipment suitable for borings. Hand drills and augers
(2"-4" diameter) with extension rods are satisfactory in some soils, i
Power hand augers may be used for quick field work, especially in hard H
soils.

(b) Suitable pipe wrenches, n

(c) Pick

|



I
(d) Shovel

I (e) Sample containers including tightly-woven cloth bags, glass jars,
cans or plastic bags.

I (f) A supply of tags and labels for identifying borehole numbers, sample
numbers and sample depths.

I (g) Engineer level or hand level for estimating the different boreholeelevations, and the slope and contours of the involved ground surface.

I h) Metallic tape (i00 feet).
(i) Supply of survey stakes.

(j) Canvas or other suitable material to be used in quartering samples.

(3) Borehole Locations

I Neither the number of boreholes nor the distance between them is critical.
However, the more boreh0les there are, the more accurate the soil investi-

I ation. This is offset by the increased fieldwork and increased laboratorywork, so that the additional cost does not justify the increased accuracy
of the soil investigation for engineering purposes.

I the location of the borehole to a great degree on
Choosing specific depends
the Engineer's personal opinion, which in turn is governed by the field sit-
uation of each job. The subsoil near the ground surface may be critically

I eterogeneous; therefore, a few boreholes could not give the right evalua-tion of the soi! for a certain area.

I As a general rule, where the existing soil is sloping or undulating, thenumber of boreholes is greater and the distance between the boreholes de-
creases. In this case a contour Plan must be provided.

I each borehole should be at least six feet
For sewage disposal systems,
deep, or until a bedrock or impervious stratum is reached. The boreholes
should be located on a plan or a neat sketch. The following show some

I examples of borehole locations:
i i

I '+, .', ,. i I

e,d,4€3 i i
'.O._.-l_ i

! i.
I IB,.._+ o..._, " -_ -cS-'"x_\ I I,. ., , ,
I i I \ IL ,__l \ I

\ \ I

(_) " e.rt.ti_ B.H,II_'! "(5) ", I
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!
(4) Preparation of Soil Samples -

The soil auger can be used both for boring the hole and for bringing up i
disturbed samples. The hole should be cleaned out down to the sampling u
elevation to ensure that the material to be sampled does not contain the
upper soil, which might have fallen from the hole sides during the boring.
Again, there is no precise number of samples required to be taken from J
each hole. However, a soil sample should be taken for each change of soil
layers.

For sewage disposal systems, samples taken from a depth of 2-3 feet and
from 5-6 feet are recommended.

!Incase of cohesive soils, undisturbed samples could be provided in thin-
walled tubes of two-inch diameter, adapted for soil sampling. This tube
should be pushed gently into the hole bottom, then twisted and pulled out i
with the material inside. The tube should be waxed from both ends and iden- I
tified with a label or tag showing the borehole number, sample number and
depth from which the sample is taken. m
For non-cohesive soils, it is not possible to obtain an undisturbed sample !
in a tube. Disturbed samples of at least two pounds are, therefore, suffi-
cient for soil testing. The following is an example of a label for sample i
identification: m

|
ONTARIO DEPARTMENT OF HEALTH

.PUBLIC HEALTH ENGINEERING SERVICE ISOIL SAMPLE _,

n

SITE............................ ............................... I

BOREHOLE NO ....................... SAMPLE NO .................. l

GROUND ELEV ....................... DEPTH ......................
i

METHOD OF SAMPLING............................................. l

DESCRIPTION OF SOIL........................................... n
I....ooo.'. .... o.....o..o............................ .... .. .... ..

NAME .............................. DATE .......................
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I (5) Water Table Investigation

At the time of the field investigation, the water table in the boreholes
should be recorded in the field logs. The record should also include the

i levation of the ground surface, the elevation of the water table in thehole, and the date of recording. Such data should be determined at least
30 minutes after the borehole has been made in the case of sands, and after

I at least 24 hours in the case of silts. In the case of clays, no accuratewater level determination is possible unless piezometers are used. Driving
piezometers into the ground for this purpose requires experience. For prac-
tical purposes, ground water observations in the boreholes after 24 hours

I could be acceptable in clayey soils.

I
I
I
I
I
i
I

I
I
I
I
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SUPERVISION AND EMPLOYEE DEVELOPMENT i

How much do we really know about the supervisor's job and his responsibilities?
There are many authors who have written articles about the principles of super- •
vision and techniques of executive leadership; yet the knowledge of actual tasks |
performed by supervisors in various organizational settings is not widespread.
Every one appears to be talking about the importance of supervisor's role but no

to be doing anything to bring out his role clearly and to sharpen his Eone seems

ability as a supervisor.

The supervisor is generally recognized as a key stone in the development of sound E
human relations within the organization. This applies not only to industry but _
also to hospitals, colleges, civil service or, for that matter, any other area of
activity where people are involved, where hierarchies exist and where work has to
be supervised. To his subordinates the supervisor represents the organization. His g
personality and behaviour have a marked influence on the behaviour and task perfor-
mance of those who work for him. He is regarded as the bridge between the men at

the top and men at the bottom. He has heavy responsibilities in matters related to B
discipline, communication and man-management. The trouble is that very often no i
one quite knows whether this man in the middle is one of "Usi'orone of "Them" -
least of all the supervisor himself. So he tends to suffer from a conflict of •
loyalties and becomes a victim of double talk. There is also a remarkable degree g
of ambiguity as regards the status and authroity of a supervisor. Indeed, his
authority has been eroded by two groups of people, namely, functional special- i
ists and the union representatives, both of whom have the privilege of access to |top management which he is denied.

i

It is generally believed that the supervisor's job is basically the same in most •
organizations and that the same principles of selection, training and promotion i
can always be applied. It is important to realize that supervisory and leader-
ship practices, effective in some situations, have been known to yield unsatis- •
factory results in others. Jenkins, and also Pelz have pointed out that on the i
basis of information available so far, it would not be wise to draw up general
principles on a systematic theory of supervisory leadership. Supervision must be i
closely related to the specific situation and the organization's unique problems |
and needs. Research workers have established the importance of individuals' per-
sonality, interpersonal skills And expectations as determinants of success or fail-

ure of supervisor-subordinate relationship. I

A supervisor has to get the best results out of the resources he has available -

money, time, materials and people. To be successful he needs not merely the •
knowledge or technical expertise but also the quality of acceptability and l
leadership. He must not only make appropriate decisions but also communicate
them effectively. As a supervisor he must be aware of the importance of invest-
ment in human resources rather than total dependance on supervisory control set |
up by organizational bureaucracy. The supervisory control which is set up by
managementto regulate and govern the employers exercises no real authority
except to see that they are supplied with work. Real authority of a supervisor
is measurable in terms of sanctioning from below rather than powers conferred
from above.

In order to understand the role of supervisor in our present context, one must l
know about the various concepts and approaches to human problems at work. These
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may range from scientific management or machine theory of organization Or classical

i approach to that of utopian resolutionistic approach. The human relations approachheld the stage in between. This was followed by the revisionistic or reconcilia-
tionistic or perhaps socio-technical approach. The concepts or approaches which
are now in fashion are as follows:

I i) Employee involvement
2) Integration of individuals' needs with organizational goals

H 3) Management by objectivesMm
With the background information already given, one has to consider the role, re-
sponsibilities and problems of a supervisor. One has to bear in mind that the

| style of supervision is related to the type of technology or nature of work de-
_ mands. One has also to consider various levels of supervision and supervisor's

function as a part of 'control system'. Such function must include planning,

I checking the progress, dealing with contingencies, reporting or feedback, routinedistribution of work, utilization of manpower, handling of disputes or grievances
and acting as a communication link. It would be unfortunate for the supervisor

I to carry all those responsibilities Without adequate authority and access to seniormanagement. Indeed, there may be quite a few other problems too that he may be
facedwith from time to time.

'H In talking about his role one thing that seems to stand out is that of communica-
mm

tion. Every supervisor, if he wishes to be effective, must be familiar with the
process of communication and barriers to communication in terms Of social percep-

I tion, personality, motivation, language problem and inability to listen. Thereare also factors like size and structure of the organization, decentralization and
functional specialization that determine the efficiency of communication. A super-

I visor must deliberately improve his ability to communicate which will determine hiseffectiveness as a supervisor.

i t is about time that we had a closer look at our methods of evaluating and develop-
ing the personnel. There is a need to invest in human resources at all levels. One
has to ask the following questions. What qualities are needed by supervision in a
particular situation? What should be the aims of training? Do we know our own

I capabilities and goals? Is management failing in its' main task of staff develop-ment?

I At this stage it may be useful to consider the leadership role of a supervisor.Leader is an organizer, an emergizer, an instigator, an arbitrator, a decision
maker and a scape-goat. The primary task of a leader-supervisor,_ is to manage
the relations between the enterprise and its' environment so as to permit_optimal

g Zalerznik mentions the functions of supervisor in terms of home-
performance.
ostatic, mediative and pro-active functions. Krech, Crutchfield and Balla_ey
give a comprehensive list of leader's functions and dimensions of leadership sit-

H uation.

Thisbrings us to the concluding parts of our discussion related to instructional

I technique and the basic steps in handling of problems based on Training WithinIndustry programmes. I would like to wind up by givin_ithe following as steps
in problem handling:

I i. Get all the facts. Be sure you have the whole story.2. Weigh and decide. Do not jump to conclusions.
3. Take action. Do not pass the buck.

I 4. Check results. Did it get the desired effect?
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Role of •Supervisor as a leader B.~
Leader is an organizer, an energizer, and instigator, an arbitrator and a scape-
goat. The task of a leader is•to manage the relations between an enterprise ann
its environment so as to permit Optimal performance of the organization's acitivity
and accomplishment of its objective. A manager in performing the function of a
leader has to get the best results out of the resources he has available -- money, m
time, materials and people. A leader must also have sufficient depth of knowledge g
or expertise to allow him to make a major contribution to the solution of the pro-
blems involved in task performance.

Tannenbaum and Massarik define leadership as interpersonal influence, exercised U
in situation and directed, through the communication process, toward the attain-
ment of a specified goal or goals. Leadership always involves attempts on the part m
of a leader to affect or guide the behaviour of followers in a situation. I

Roger M. Bellows defines leadership in the following terms: D
Q

a) a form of goal-seeking patterned group behaviour
b) a relationship between the leader and the group, such that progress mm

toward the goal is enchanced by the leader, and |c) a situation which is characterised by formal and informal•social
patterns.

i

• Dimensions of leadership situation: (Adapted by Bellows after Hemphill) H

i. Size of the group i
2. Viscidity or "we" feeling m
3. Homogeneity
4. Flexibility a •
5. Permeability - membership restrictions •
6. Polarization - g0al orientation m
7. Stability - permanency of membership

8. Intimacy or close intercommunication •
9. Autonomy m
i0. Control

ii. Position i12. Potency - strength of needs of members



13. Hedonic tone - satisfaction derived from group membership
14. Participation

I 15. Dependence

I The Important Variables of Leadership (according to Stodgill, Jenkins, Gouldner,Sandford & Gibb)

i. The personality of the leader

I 2. The followers with their attitudes, needs and
problems.

3. The group itself as regards its internal structure and interpersonal
_ relationships.

I 4. The situation and the environmental effects.

Functions of a Leader/Supervisor

I ., $i. Encouraging the members of the group to sustain their roles and contrlbute_i_
towards the effectiveness of group - - leader as an executive.

I 2. Mediating and conciliating in the event of an interpersonal conflict --
leader as a mediator.

3. Planning the activities and establishing or modifying roles and role- re-

I ationships with respect to goal-setting and goal achievement. The leaderhelps the group in determining its objectives -- leader as a planner.
4. Evaluating the performance of individuals and the group and offering con-

I structive criticism -- leader as an evaluator.5. Formulating and modifying policies in relation to organizational needs and
objectives -- leader as a policy-maker.

6. Acting as an expert in the principal activities -- leader as an expert.

I 7. Coordinating activities within the group or controlling internal relation-ships leader as a controller or constrictor.
8. Maintaining external relationships and adjusting to environmental demands

I -- leader as a representative.9. Leader as a communicator.

I0. Leader as an exemplar.

I ii. Leader as a scape-goat.
Leadership techniques

i . Force2. Paternalism - developing loyalty and gratitude of followers for the leader
3. Bargain - certain satisfactions would be brought to followers in return for

I acceptance of leadership4. Mutual means - having the same objectives as those of the group

I Main leadership _ty!es in industry
i. Autocratic, authroitarian or dominant type.
2. Democratic/persuasive type.

I 3. Bureaucratic or institutional type - prestige attached to office.4. Charismatic type - leadership qualities that emotionally attract followers.

I
I
I 37



i
SUMMARY OF TALK ON STAFF DEVELOPMENT

m
1. Introduction I

a) Do we know our own capabilities, targets and ultimate potential? •
b) Do we know those of our subordinates? m
c) Is management failing in its main task, that of Staff Development?

2. Objectives of a Staff Assessment and Development Scheme I

a) To ensure that the individual knows the objectives and performance levels

expected of him. I
b) To assess his performance in relation to these targets. m

c) To ascertain what qualities the job requires and to what extent he possesses

these qualities, id) To establish what action should be taken to improve the individual's per-
formance in his present job.

e) To establish what his potential is and to relate it to planned managerial i
and supervisory succession within the division. I

f) To provide the individual with information as to his progress.
g) To deve!op managerial ability by ensuring that supervisors understand the

extent of their subordinates problems by extending their involvement in the i
training of their staff and by ensuring that the rudiments of proper dele- m
gation of responsibility in accordance with ability and necessity are ad-

hered to. Ih) To ensure that the requirements of each job are analysed so that replace-
ments can be provided on a more factual basis.

3. A Mechanism for Gathering Information for a Staff Assessment and Development Scheme.

Information for such a scheme is best obtained via an officiai form which re-

quires the subordinate to state his own tasks, performance levels and targets, I
and then requires the supervisor to comment on these. A suggested lay-out for m
such a form is as follows:

a) Name ib) Age at preceding ist January
c) Department
d) Present qualifications mm
e) Present job title and location •
el) How long in post i

f) Nature of work

fl) Which aspect of your present job is of the most interest to you? m
f2) In what field of the Company's work do you consider your career should m

develop?
g) Supervisors comments on description in Paragragh f.
h) Comments on performance during past year. i
i) Suggestions for improving performance.
j) Additional information
k) State what major action has been taken during the past year to eradicate i

obstacles obstructing the individual in carrying out his duties and to D
assist him in achieving higher standards.

i) Overall Assessment i
m) Assessment panel report and recommended actions

4. Final Assessment and proposed Developments for individuals. I

This must be done by a Staff Assessment panel and each individual will be dis-



I
cussed in turn. The panel should normally consist of:

I a) The supervisorb) The supervisor's superior
c) The personnel officer

I d) An independant assessor who will be responsible for retaining constantstandards through out the organization.

i he pane] should study the information supplied on the Staff Assessment formand then assess the individual on standards preset personal qualities and charac-
teristics. These could be dealt with under the following headings.

I ) Technical Competenceb) Quality of work produced
c) Organization of own effort

I d) Oral expressione) Expression on paper
f) Figurework
g) Relationships with colleagues

I ) Responsibility
i) Loyalty
j) Penetration

I ) Constructive poweri) Judgement
m) Management of Subordinates

I ) Decisiveness0) Self development
p) Ambition

I t should be noted that under items a -i the incumbent must display abilityin these qualities for most jobs.

I tems j - 1 are important in that these give a good guide about a personspossible development as a supervisor.

I Items m - n represent some of the main essentials for successful supervision.
Items o and p give an indication of a persons balance i.e. whether his desires
match his abilities and efforts necessary to achieve them.I

STAFF ASSESSMENT SCHEMES

I DISCUSSION

I i. Staff assessment schemes are part of staff development schemes (which also in-clude the use of staff colleges). Annual pay reviews are insufficient substitutes.

2. It was suggested that promotion without adequate knowledge of the person fre-

I uently occurs. Individuals often lack information about new jobs, but some thoughtthat this was advantageous since the individual would be left to find his own level
with few restrictions. Can a person develop himself in the right way? The general

I mpression was that this is not possible. Self-training is insufficient where ma-nagement has to use inferior material. Only the first class person can succeed
and benefit but this may place undesirable emphasis on ruthlessness. With lower

I rade posts, close definition of the job is desirable, thus leaving less scope forinterpretation.
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