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REVIEW OF FIRST LINE SUPERVISORY
POSITIONS IN NUCLEAR POWER PLANTS

A report prepared by D. Mullin and C.W. Mackenzie, Hickling Corporation, under contract to the
Atomic Energy Control Board.

ABSTRACT

The authors review the nature of the tasks performed by first line maintenance supervisors in three
nuclear power plants. They compare these tasks to core supervisory training curriculum, supervisory job
descriptions, and both the process related to performance appraisals, and the criteria applied in carrying
out these performance evaluations. Recommendations have been made concerning methods of increasing
the relevancy of training and improving the performance appraisal process.

RESUME

Les auteurs examinent la nature des taches ex6cutees par les supervisees de l'entretien de premiere ligne
dans trois centrales nucldaires. Us comparent ces taches au programme de formation de base en
supervision, aux descriptions des postes de superviseur, ainsi qu'au processus devaluation du rendement
et aux criteres appliques dans ces Evaluations du rendement. On a recommand6 des fagons de rendre la
formation plus pertinente et d'am61iorer le processus devaluation du rendement.

DISCLAIMER

The Atomic Energy Control Board is not responsible for the accuracy of the statements made or opinions
expressed in this publication and neither the Board nor the authors assume liability with respect to any
damage or loss incurred as a result of the use made of the information contained in this publication.
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EXECUTIVE SUMMARY

The role of the first line supervisor is perhaps the most ambiguous and difficult one in any organization.
Caught between management and staff, with allegiances and loyalties to both, the first line supervisor
continually walks a tightrope. In unionized organizations such as Ontario Hydro, the difficulties are often
exacerbated by collective agreement stipulations which can serve to deprive the first line supervisor of
some of the authority and tools needed to do the job.

In both Ontario Hydro and New Brunswick (NB) Power, terms of the collective agreements (covering
first line "union supervisors" as the term is used in this report), place constraints on the scope of
authority. For example, the first line union supervisor is prevented from taking disciplinary action
against other members of the bargaining unit. While it may not be formally prescribed, the "spirit of
union brotherhood/sisterhood" also tends to limit the union supervisor's role in performance evaluation.
As a result, union supervisors must rely on informal processes in areas involving punitive (or potentially
punitive) action and these functions must be performed by management supervisors. This undermines
the authority of union supervisors.

First Line Union Supervisors - Work Profile

First line union supervisors spend most of their time performing tasks in four functional areas:
supervising, planning, and allocating work, and safety. Exhibit A indicates the time spent at these
functions in proportion to total time spent on the job as reported in the study survey. First line union
supervisors spend, on average, less than 5% of their time at any one of 14 other identified job
functions.

Exhibit A: 1st Line Union Supervisor time spent on functional area as a % of total job.

1st Line Union Supervisors

35.30% 35.30%

Q Supervising Field Work

E2 Allocating Work

H Planning Work

§3 Safety

£3 Other Functional Areas
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First Line Management Supervisors - Work Profile

The bulk of the job of the first line management supervisors is comprised of four functional areas:
planning work, allocating work, organizing work packages, and supervising field work. Over 60% of
all management supervisors indicated that they performed almost all tasks included in these functional
areas (see Appendix B for detailed responses). Exhibit B illustrates the time spent at these functions in
proportion to the total time spent on the job as reported in the survey.

Exhibit B: 1st Line Mgm't Supervisor time spent on functional area as a % of total job.

1st Line Management Supervisor

54.00%

12.00%

12.00%

12.00%

D Supervising Field Work

E3 Allocating Work

• Planning Work

ID Organizing Work Packages

§3 Safety

H Other Functional areas

First line management supervisors spend, on average, 5% of their time at any one of 14 other identified
job functions. Management supervisors spend more time in activity related to the technical and
operational aspect of the job, rather than on the people management side.

Supervisory Training

Generally speaking, supervisory training program content for first line supervisors at all three nuclear
plants appeared to reflect those activities performed by first line supervisors that are appropriate for
formal, classroom training (as opposed to coaching or on-the-job training). At all three plants, this core
supervisory training is offered once an employee has been promoted to the first line supervisor position.

However, there are indications that there is room for improvement in the relevancy of this training to
greater reflect the pressures of the work environment in nuclear plants. Through interviews and the
survey that was employed in this study, many first line supervisors from Pickering "A" and Bruce "B"
plants indicated that supervisory courses were not practical enough to be applicable to the work situation,
and that they took, "too much of a textbook approach".
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Supervisor Job Descriptions

Generally speaking, there is considerable overlap across the job descriptions for the three sites for
management supervisors, but to a significantly lesser extent for union supervisors. For union supervisors,
only four dimensions appear across the three sites (assuming some equivalency of terms). For
management supervisors, seven common dimensions are seen (assuming equivalency of some terms used
to describe functions).

There was little indication of people management responsibilities in the roles and responsibilities
description for union supervisors at Bruce "B" or Pickering "A". "Prepare oral or written appraisals of
tradesmen under his jurisdiction" is included under the Reporting function for first line supervisors at
Pickering "A". There is a functional area described as Crew Administration at Bruce "B", but this
presumably refers to more documentation such as attendance record keeping than "hands-on" people
management responsibilities such as counselling/coaching, disciplining, evaluating, training, etc. The
number of people management responsibilities that are explicitly referred to in the job descriptions, even
for management supervisors, is limited at all three plants. This, presumably does not indicate the real
degree of people management responsibility of either level of supervision, since the responsibility for
"hands-on" people management needs to be vested in those who deal on a daily basis with staff
(supervisors).

Performance Appraisals

In general, the Performance Appraisal Form evaluates the conceptual aspects of performing the job (e.g.,
developing new ideas), and the manner in which these concepts are applied (e.g., quality, timeliness).
It presents an assessment of the individual's contribution to standardized objectives (e.g., employee
safety). It also rates specific job skills and personal attributes (e.g., decision making, creativeness).
Section 4 of the appraisal form is reserved to broad supervisory factors.

The performance appraisal form does not measure behaviour or the results of behaviour, nor does it
present data in a manner that provides for comparison over time and between individuals. In fact, the
appraisal form is not related to job functions or to specific parts of the supervisor's job. It does not
differentiate between levels of supervision.

Recommendations

The following is a list of the major recommendations from the study in an abbreviated format. A full
discussion of these recommendations can be found in Section G of this Final Report.

Training

Supervisory training should be provided as soon as practicable following promotion to a
supervisory position.

Whenever practical, supervisors should participate in the delivery of supervisor training.

Those receiving training should meet with their supervisors on return to the workplace to discuss
the training received and to set objectives related to course content.
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Performance Appraisals
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A. INTRODUCTION

This is a final report of a review of first line supervisory functions in the Maintenance section of three
separate nuclear power plants (Pt. Lepreau, Pickering "A", and Bruce "B"), carried out for the Atomic
Energy Control Board.

The purpose of this study was to provide Atomic Energy Control Board (AECB) with an updated
understanding of the roles and responsibilities of first line supervisors, who have considerable
responsibility for maintaining safety.

From the project outset, it was apparent that first line supervisory responsibility (e.g., supervising field
work, people management functions, administration, etc.) is actually shared between union and
management supervisors. The extent to which these supervisors perform tasks in these functional areas
is discussed in the section of this report that presents the supervisor activity profiles (see Appendix A for
a list of those supervisors involved in this review).

The methodology employed by the study team in performing this review was designed to allow for a
comparison of these two positions, with respect to the job functions and tasks performed.

It should be noted that the study focuses on the question of "what" supervisors do, not "how" (or how
well) supervisors carry out their functional responsibilities. As a result, while it is possible to identify
supervisory functions that are not being performed at an appropriate level (relative to "good practice"
standards) and to identify gaps and overlaps in supervisory functions, it is not possible, in situations
where levels of effort appear to be appropriate, to evaluate the effectiveness of supervisory activities.
This, however, was not the focus of the study. With the caveats noted in the paragraph below, the
objectives of the study were met - namely, to identify the responsibilities of supervisors, the training
provided to carry out these responsibilities, and the process of evaluating performance of these
responsibilities.

Caution should be exercised in interpreting and generalizing from the study results. Supervisors at two
levels (bargaining unit members and management level) working in three functional areas (Mechanical,
Control, and Service) from three nuclear plants of different size, age, and configuration were involved
as interviewees and questionnaire respondents. The total number of individuals in each of the sub-groups
(e.g., union level mechanical supervisors) is small and, thus, rigorous comparisons across plants,
supervisory "levels" or functional areas cannot be performed.

1. Methodology

The procedure and sequence that the study team followed in collecting and analyzing data for this review
is described in the following paragraphs.

(1) Documentation Review. Job descriptions were used to extract task information. This permitted
the development of a preliminary understanding of first line supervisory roles and responsibilities.
At this point, a draft activity dictionary was prepared.

(2) Interviews. The purpose of the interviews was to obtain greater task detail on the roles and
responsibilities defined through job descriptions. Discussions were held with tradespeople, first
line union supervisors, first line management supervisors, and Maintenance Section supervisors.
The revised activity dictionary incorporated the information gathered from these interviews.



(3) Job observations. To better understand the work environment of first line supervisors in the
maintenance section, their job was observed under various situations (e.g., shift change over).

(4) Supervisor survey. A survey was then developed based on the foregoing sources, containing two
major sections. The first section asked respondents for information relating to background,
training issues, and performance evaluation. The second part contained an activity dictionary that
was used to determine the respondents' involvement in specific work areas. These areas were
divided into functions, which in turn contained task groupings.

The survey was administered to a total of 98 supervisors from all three power stations. The
distribution of respondents is further detailed in the activity profiles for each type of supervisors
under study. However, small sampling restricts the statistical validity of the data. Caution
should be applied in generalizing results.

With respect to the activity dictionary, respondents were asked to review all the tasks, regardless
of their perceived involvement in that particular job function. They were required to indicate
whether or not they performed a task, even though it may not have been part of their job
description. Respondents were then asked to indicate the percentage of time spent performing
each of the functions, which were defined by specific task groupings.

The data analysis of the first section is descriptive in nature. Content analysis of respondents'
written comments was also done. There are two aspects to the data analysis of the activity
dictionary.

(i) Tasks. The results obtained on task responses were used to develop activity
profiles. Their content was based on the extent to which tasks are performed.
The degree of involvement in each function was determined by looking at the
percentage of respondents performing each task within a task grouping.

(ii) Functions. The time measure used was relative time spent; this means that the
time in an activity profile always will add up to 100% (approximately). The time
spent in each function was used to determine the scope of each functional area.
For instance, the degree of involvement in a task grouping may be similar but
the time spent on that function provides an indication of the importance of that
function in relation to the total activity profile.

(5) Examination of Job Descriptions. Job descriptions were again examined for the degree of
correspondence with activity profiles.

(6) Examination of Training Material. Training material was examined to determine the extent to
which program content reflects the skills and knowledge requirements of supervisors as reflected
in the activity profile.

(7) Examination of Performance Appraisal Forms. Performance appraisals were examined to identify
criteria or dimensions on which supervisors are assessed.



3

B. ACTIVITY PROFILE - FIRST LINE UNION SUPERVISORS

1. Survey Population

A total of 53 union supervisors were surveyed. This total is made up of eight supervisors from Pt.
Lepreau, 12 from Bruce, and 33 from Pickering. 83% of those surveyed work days, and the remaining
17% surveyed work shifts.

38% of all respondents have worked in their current position for four to 10 years. Another 36% have
worked in their current position for one to three years. 73% have worked 10 or more years in their
current maintenance section. An overwhelming majority of those surveyed (91%) have never worked
in another maintenance section.

78% have worked in the nuclear power station they are presently in for 10 or more years. At Pt.
Lepreau, all eight respondents reported having worked in the nuclear power station for more than 10
years.

2. Overview/Commentary

The role of the first line supervisor is perhaps the most ambiguous and difficult one in any organization.
Caught between management and staff, with allegiances and loyalties to both, the first line supervisor
continually walks a tightrope. In unionized organizations such as Ontario Hydro, the difficulties are often
exacerbated by collective agreement stipulations which can serve to deprive the first line supervisor of
some of the authority and tools needed to do the job.

In both Ontario Hydro and New Brunswick (NB) Power, terms of the collective agreements (which cover
first line "union supervisors" as the term is used in this report), place constraints on the scope of
authority. For example, the first line union supervisor is prevented from taking disciplinary action
against other members of the bargaining unit. While it may not be formally prescribed, the "spirit of
union brotherhood/sisterhood" also tends to limit the union supervisor's role in performance evaluation.
As a result, union supervisors must rely on informal processes in areas involving punitive (or potentially
punitive) action and these functions must be performed by management supervisors. This undermines
the authority of union supervisors.

First line union supervisors spend the bulk of their time performing tasks in four functional areas:
supervising work, planning work, allocating work, and safety. Figure 1 illustrates the time spent at these
functions in proportion to total time spent on the job as reported in the survey. First line union
supervisors spend, on average, less than 5% of their time at any one of 14 other identified job functions.



1st Line Union Supervisors

35.30% 35.30%

D Supervising Field W a t

• Allocating Wort

H Planning Wort:

E3 Safety

HI Other Functional Areas

9.80%
9.80%

9.80%

Figure 1: Time spent on functional area as a proportion of total job

First line union supervisors are primarily involved in supervisory tasks related to the technical and
safety aspects of the direction of work. Figure 2 provides a list of all tasks which are performed by
at least 85% of all first line union respondents. An assumption has been made that if 85% of
respondents indicate that they perform a specific job task, then that task is a critical, or core job task.

% performing
task
96%
96%
93%
91%
91%
91%
89%
89%
89%
89%
89%
89%
87%
87 %
87%
85%

TASKS
Coordinate job execution with other work groups
Brief immediate supervisor regarding status of work packages
Monitor completed work for quality
Allocate jobs to work crews
Coach less experienced employees on work methods
Report on safety deficiencies
Re-direct work to ensure completion of priority work packages
Ensure all work activities are properly documented
Troubleshoot roadblocks to task completion
Initiate corrective action upon discovery of work hazards
Identify specific task-related hazards to subordinates
Discuss safely issues with immediate supervisor
Report on status of work package to immediate supervisor
Ensure all work activities are authorized
Recommend tooling/materials purchases
Identify safe work practices & safety equipment to be used in the performance job tasks

Figure 2: Primary Job Tasks



3. Individual Functional Areas

This section provides a full description of the degree and scope to which first line union supervisors are
involved in the 17 identified job functions. Under each functional area, the proportion of time spent, and
a discussion of the extent to which tasks are performed by this supervisor group is included. The table
on the following page provides a summary of the average proportion of relative time spent in each
functional area as reported in the survey. This table also provides information on the percentage of
respondents indicating no involvement in a particular functional area.

Supervising Field Work

Supervising Field Work is the major functional area for first line union supervisors in terms of time
spent. They spend an average of 35% of their time in this area. Respondents reported a minimum of
81% involvement in all tasks, with the exception of performing technical work, and providing formal
performance feedback to work crews on completed jobs (60% stated they do this).

Planning Work

First line union supervisors spend an average of 9.8% of their time in coordination and work scheduling.
Almost all supervisors (96%) reported that they coordinate job execution with other work groups.

Allocating Work

On average, first line union supervisors spend 9.8% of their time in this job function. Nearly all allocate
jobs to work crews (91%) and re-direct work to ensure completion of priority work packages. 40%
indicated that they approve changes to the Planned Maintenance schedule.

Safety

First line union supervisors spend 9.8% of their time in safety-related tasks. Most answered to the tasks
that related to the identification and resolution of safety issues. Very few indicated that they are involved
in tasks that relate to contingency teams. Only 11% reported that they ensure that all subordinates are
trained in roles as members of a contingency team.

Administration Duties (Authorizing Work)

First line union supervisors recommend rather than approve work. They spend approximately 5.5% of
their time in this functional area and their tasks are limited to recommending overtime work (72%),
recommending and approving vacation requests (47%), and monitoring radiation dosages (64%).

Reporting on Work Status

Only half of the first line union supervisors reported that they brief incoming colleagues on work status
on shift changeover. However, a much greater proportion (96%) indicated that they brief their immediate
supervisor regrading status of work packages. These supervisors stated that they spent 4.2% of their time
on this functional area.



ACTIVITY SUMMARY - FIRST LINE UNION SUPERVISORS

Functional Area

Supervising Field Work

Planning Work

Allocating Work

Safety

Administration (& Authorizing
Work)

Selecting/scheduling for trades &
technical courses

Reporting on Work status

Managing Tools & Materials

Work Procedures

Design/delivery of supervisory
courses

Selecting/scheduling for
supervisory courses

Organizing Work Packages

Design/delivery of trades and
technical courses

Budgeting

Evaluating People

Counselling People

Disciplining People

Relative Amount of
Time Spent at

Function

35%

9.8%

9.8%

9.8%

5.5%

4.2%

4.2%

4.2%

4.2%

1.5%

1.5%

1.5%

1.5%

1.5%

1.5%

1.5%

1.5%

% of Respondents
Reporting No Time
Spent at Function

0

6

4

4

17

15

4

6

9

74

43

17

34

55

11

9

11



Managing Tools and Materials

Almost 5% of the first line union supervisors' time is spent on this function. Nearly all reported
recommending tool and material purchases (87%). Although 73% report to their immediate supervisor
regarding tooling and material inventory levels, only 60% monitor material and tooling inventory levels.

Work Procedures

On average, 4.2% of time is spent on this function. The major task performed in this area is the
reviewing of work procedures (81% do this).

Selecting and Scheduling for Trades and Technical Courses

Union supervisors spend more time (4.2%) in this functional area than on the design and delivery of the
courses themselves. Between 60% and 75% reported involvement in all of the tasks in this function.

Design and Delivery of Trades/Technical Courses

First line union supervisors have very little involvement in this function. On average, union supervisors
spend less than 1.5% of their time in this function. 40% of these supervisors indicated that they
participate in assisting in the design of trades and technical courses. 26% reported that they select
trainers for the delivery of the courses.

Design and Delivery of Supervisory Courses

Most union supervisors are not involved in this function at all. On average, 4% (or two to four people)
reported involvement in the tasks in this area. On average, less than 1.5% of a union supervisor's time
is spent in this area.

Selecting and Scheduling for Supervisory Courses

Union supervisors are more involved in the selecting and scheduling than in the design and delivery of
supervisory courses. However, this involvement is still quite limited; less than 1.5% of time is spent in
this area. 45% reported that they recommend individuals for supervisory training courses and/or
on-the-job training programs.

Budgeting

Very few first line union supervisors are involved in budgeting. They spend less than 1.5% of their time
in this function. An average of 24% stated that they assist in the preparation of the yearly budget, and
that they discuss the budget with their immediate supervisor.

Evaluating People

First line union supervisors spend very little time in evaluating people. 51% indicated that they prepare
written performance reviews for subordinates. 79% discuss performance with subordinates informally,
and 43% provide input to the performance reviews of other employees.



Counselling People

Approximately half of the first line union supervisors indicated that they counsel subordinates. They
spend 1.5% of their time performing the job tasks in this functional area.

Organizing Work Packages

First line union supervisors spend very little of their time in this functional area (on average, 1.5%).
Approximately 60% reported that they prepare, assess, and advise on the technical aspects of work
packages. On average, 40% stated that they supervise the preparation and approval of work packages.

Disciplining People

These supervisors spend less than 1.5% of their time on tasks related to discipline. As a rule, union
supervisors take informal rather than formal action to resolve disciplinary problems (15% stated that they
do take formal action). Only 6% stated that they received grievances from members of the bargaining
unit. On average, 75 % of the supervisors monitor and discuss disciplinary problems with their immediate
supervisors.

4. Step-Up Time

One-third of all first line union supervisors reported that they spend less than 5% of their time in acting
positions. Figure 3 presents the percentage distribution of union supervisors spending time in acting
positions as indicated.

80%-g

60%-

respondents
40%-

20%-

0%

ISmp

% of total time

f
1i 1t

§ $< <v
e? eV
*» •$

spent in

% of relative time spent

acting position

u
Figure 3: % of time spent in acting positions by first line union supervisors

Two-thirds of first line union supervisors reported that they did not receive any training prior to stepping
up to an acting position. For those union supervisors in the Control section, 80% reported not receiving
any supervisory training before being stepped up into acting positions.



C. ACTIVITY PROFILE - FIRST LINE MANAGEMENT SUPERVISORS

1. Survey Population

A total of 45 management supervisors were surveyed. This total is made up of two supervisors from
Pt. Lepreau, 14 from Bruce, and 29 from Pickering. 65% of those surveyed work days, and the
remaining 35% surveyed work shifts.

38% of all respondents have worked in their current position for four to 10 years. A full 65% have
worked in their current position for more than four years. 80% have worked 10 or more years in their
current maintenance section. An overwhelming majority (84%) of those surveyed have never worked
in another maintenance section.

87% have worked in the nuclear power station they are presently in for 10 or more years. At Pt.
Lepreau, both respondents reported having worked in the nuclear power station for more than 10 years.

2. Overview

The bulk of the job of the first line management supervisors is comprised of four functional areas:
planning work, allocating work, organizing work packages, and supervising field work. Over 60% of
all management supervisors indicated that they performed almost all tasks included in these functional
areas (see Appendix B for detailed responses). Figure 4 illustrates the time spent at these functions in
proportion to the total time spent on the job as reported in the survey.

1st Line Management Supervisor

12.00%

54.00%

12.00%

12.00%

D Supervising Field Work

H Allocating Work

I Planning Work

IB Organizing Work Packages

§3 Safety

H Other Functional areas

Figure 4: Time spent on functional area as a proportion of total job

First line management supervisors spend, on average, 5% of their time at any one of 14 other identified
job functions. Management supervisors spend more time in activity related to the technical and
operational aspect of the job, rather than on the people management side.
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First line management supervisors are also primarily involved in supervisory tasks related to the
technical and safety aspects of the direction of work. Figure 5 provides a list of all tasks which are
performed by at least 85% of all first line management respondents. An assumption has been made that
if 85% of respondents indicate that they perform a specific job task, then that task is a critical or core
job task.

% performing
task
96%
96%
96%
93%
93%
93%
93%
93%
93%
91%
91%
91%
91%
91%
91%
91%
91%
89%
89%
89%
89%
89%
89%
89%
87%
87%
87%
87%
87%
87%
87%

TASKS
Discuss safety issues with immediate supervisor
Investigate accidents and incidents
Approve vacation requests
Provide informal performance feedback to work crews on completed jobs
Review work procedures
Discuss performance with subordinates informally
Discuss disciplinary problem with immediate supervisor
Monitor radiation dosages
Approve tknesheets
Coordinate job execution with other work groups
Report on safety deficiencies
Re-direct work to ensure completion of priority work packages
Troubleshoot roadblocks to task completion
Initiate corrective action upon discovery of work hazards
Identify specific task-related hazards to subordinates
Advise supervisor of deficiency in manpower levels
Monitor manpower levels
Ensure all work activities are properly documented
Monitor and report to immediate supervisor regarding personnel problems
Complete written reports on all accidents and incidents
Develop work schedule for work crews
Identify employee trade/technical training needs
Recommend overtime work
Take informal action to resolve disciplinary problem
Brief immediate supervisor regarding status of work packages
Monitor completed work for quality
Allocate jobs to work crews
Identify safe work practices & safety equipment to be used in the performance job tasks
Provide input to safety investigation team
Facilitate resolution of interpersonal problems of subordinates
Take formal action to resolve disciplinary problem

Figure 5: Primary Job Tasks

3. Individual Functional Areas

This section describes the degree and scope to which first line management supervisors are involved
in 17 identified job functions. The proportion of time spent and the extent to which tasks are performed
by this supervisor group is discussed. The table on the following page summarizes the average
proportion of time spent in each functional area and indicates the percentage of respondents indicating
no involvement in a particular functional area.
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Supervising Field Work

On average, management supervisors spend 12% of their time supervising field work, which consists
largely of monitoring completed work for quality (87% do this), providing informal performance
feedback to crews (93% do this), troubleshooting roadblocks to task completion (91 % do this), reporting
safety deficiencies (91 % do this), and initiating corrective action (91 % do this). A significant percentage
of management supervisors reported that they coach less experienced workers on work methods (69%).
It is also interesting to note that 38% reported that they do perform technical work.

Planning Work

Nearly all management supervisors get involved in all aspects of planning work tasks (91% reported
performance in each of four tasks).

Allocating Work

Nearly all management supervisors participate in all aspects or tasks of allocating work, with the
exception of approving changes to the planned maintenance schedule. 56% reported that they do not do
this.

Safety

Management supervisors participate in all aspects of safety with the exception of tasks related to
contingency teams. Only half indicated that they maintain a minimum staff complement to ensure
contingency teams. Approximately 60% perform a role as a member of a contingency team or ensure
that subordinates are trained in their roles as members of contingency teams.

Organizing Work Packages

The large majority of management supervisors are involved in the organization of work packages,
spending on average 1.5% of their time at this function. More management supervisors get involved in
preparing work packages (67%) than supervising (59%).

Administration (Authorizing Work)

Almost all of the management supervisors indicated that they recommend overtime work (89%), and
approve vacation requests and timesheets. It is interesting to note that although management supervisors
have limited input to the budgetary process, and only 9% monitor budgets on at least a monthly basis,
38% approve overtime work, and 40% approve hiring of contract employees. All management
supervisors indicated that they are responsible for monitoring radiation dosages.
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ACTIVITY SUMMARY - FIRST LINE MANAGEMENT SUPERVISORS

Functional Area

Supervising Field Work

Planning Work

Allocating Work

Administration (& Authorizing
Work)

Organizing Work Packages

Design/Delivery of Trades and
Technical Courses

Reporting on Work Status

Managing Tools & Materials

Work Procedures

Safety

Evaluating People

Counselling People

Disciplining People

Budgeting

Selecting/Scheduling for Trades &
Technical Courses

Design/Delivery of Supervisory
Courses

Selecting/Scheduling for
Supervisory Courses

Relative Amount of
TIME Spent at

Function

12%

12%

12%

8%

5%

5%

5%

5%

5%

5%

5%

5%

5%

1.8%

1.8%

1.8%

1.8%

% of Respondents
Reporting No Time
Spent at Function

0

4

4

2

4

24

9

7

5

0

2

7

0

31

4

60

27



13

Reporting on Work Status

Only half of the management supervisors reported that they brief incoming colleagues on work status on
shift changeover. However, a much greater proportion indicated that they brief their immediate
supervisor regarding the status of work packages.

Managing Tools and Materials

71% monitor material and tooling levels. Almost all recommend tooling and materials purchases.

Work Procedures

64% reported that they develop work procedures and virtually all reported that they review work
procedures over the normal course of their jobs. Less than half of the respondents indicated that they
approve work procedures.

Evaluating People

Management supervisors primarily do not get involved in merit reviews (only 28% reported that they
provide input or prepare these reviews). A large majority (82 %) do prepare written performance reviews
for subordinates, and almost all reported discussing performance with subordinates informally (93%).
Two-thirds indicated that they provide input to the performance reviews of other employees.
Counselling People

66% indicated that they counsel employees on career opportunities. Almost all participate in resolving
interpersonal problems of subordinates.

Disciplining People

Almost all management supervisors are involved in all aspects of disciplining people, both formal and
informal. Only 13% reported that they receive grievances from members of the bargaining unit. On
average, 1.5% of their time is spent is performing these tasks.

Design and Delivery of Trades and Technical Courses

50% of management supervisors in filling out the survey reported that they assist in the design of trades
and technical training courses. 38% reported that they participate in the analysis of training program
evaluations. In terms of total time spent, the tasks in this function are not a significant component of the
management supervisors job, representing only 1.5% of time spent.

Budgeting

Management supervisors have very limited input in the budgeting process. Only one third assist in the
preparation of the yearly budget, and 60% reported that they do not discuss the budget with their
supervisors. 31% indicated that they do not get involved in any aspect of budgeting at all.
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Selecting & Scheduling for Trades & Technical Courses

Nearly all management supervisors get involved in selecting and scheduling for trades and technical
courses. Almost all reported that they identify employee trades/technical training needs (89% said they
do this). However, they spend very little time (1.5% of their time on average) at this function.

Design and Delivery of Supervisory Courses

60% of management supervisors have no involvement in the design and delivery of supervisory courses.
The most significant task in terms of involvement in this functional area is assisting in the design of
supervisory training courses. Only 18% reported that they do perform this task, and on average, this task
represents less than 1.5% of total time spent while on the job.

Selecting and Scheduling for Supervisory Courses

Between 50% and 60% of management supervisors get involved in selecting and scheduling employees
for supervisory courses, fewer than the number who participate in the selecting and scheduling of
technical and trades courses. Again, less than 1.5% of total time is spent in this functional area.

4. Step-Up Time

Two-thirds of all management respondents reported spending less than 5% in stepped-up positions. No
management supervisors reported stepping up into acting positions more than half of the time. Of those
who do spend time in stepped-up positions, 60% did not feel adequately trained to perform their role as
supervisor in their stepped-up role.



15

D. FIRST LINE SUPERVISOR TRAINING

1. Introduction

Having described actual job practices of first line supervisors, both union and management, a review of
supervisory training was conducted by the study team. This required determining the extent to which
training programs reflect the skills and knowledge requirements of supervisors (as reflected in the nature
and importance of activities defined in the foregoing activity profiles). To accomplish this, course
outlines for core supervisory programs were examined, and discussions were held with those responsible
for coordination of supervisory training within each of the three nuclear plants.

2. Summary

Generally speaking, supervisory training program content for first line supervisors at all three nuclear
plants appeared to reflect those activities performed by first line supervisors that are appropriate for
formal, classroom training (as opposed to coaching or on-the-job training). At all three plants, this core
supervisory training is offered once an employee has been promoted to the first line supervisor position.

However, there are indications that there is room for improvement in the relevancy of this training to
greater reflect the pressures of the work environment in nuclear plants. Through interviews and the
survey that was employed in this study, many first line supervisors from Pickering "A" and Bruce "B"
plants indicated that supervisory courses were not practical enough to be applicable to the work situation,
and that they took, "too much of a textbook approach".

Interestingly, an average of 82% of first line supervisors (union and management) indicated that they
identified subordinates' trades and/or technical training needs, and 45% indicated that they assisted in
the design of trades and/or technical training courses. However, only 42% on average indicated that
they identified subordinates' supervisory training needs, and less than 15% of first line supervisors (union
and management) indicated that they assisted in the design of supervisory training courses. The fact that
a much lower percentage of supervisors get involved in identifying supervisory training needs and training
design than do the number involved in trades and/or technical training may be partly attributable to this
lack of relevancy.

Six out of 10 union supervisors feel adequately trained to perform their roles as supervisors.
Approximately the same number rated supervisory training as being either poor or fair. In general,
supervisors from the service section are more satisfied with the supervisory training that they receive.
Over 80% of supervisors in the service section rated their supervisory training as good or excellent, while
the majority of supervisors in the control section rated their supervisory training as being either poor or
fair.

Two-thirds of the management supervisors feel adequately trained to perform their roles as a supervisor.
Almost half rated the quality of supervisory training as poor or fair (respondents were asked to rate
training as either poor, fair, good or excellent). Satisfaction ratings for supervisory courses also appear
to differ in the management supervisor group. 60% of control and mechanical supervisors rated
supervisory training as poor or fair, while over 80% of service maintenance supervisors rated supervisory
training as either good or excellent.
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The elapsed time between promotion into a supervisory position and completion of all core supervisory
training course appears to be a weakness in supervisory training programs. Neither Ontario Hydro
(Pickering and Bruce) nor New Brunswick Power (Pt. Lepreau) require supervisors to have completed
all supervisory courses in any specified time period. As many first line supervisors explained,
"supervisory training comes too little, too late." It is important to note here that this situation appears
to be improving. For example, at Pickering the Supervisor Development Program that was "in hiatus"
in 1991, has been reinstated for 1992 during which 21 courses will be run to meet both the current
backlog and to meet anticipated needs for new and step-up supervisors.

In response to the question of what additional training they would like to receive, first line supervisors
(both union and management) responded that they needed better training in how to motivate subordinates,
and deal effectively with conflict. They also indicated a need to know more about the elements of the
collective agreement that affect them as supervisors.

The next sections provide a more detailed description of the core supervisory training provided to first
line supervisors, the administration and delivery of this training, and a summary of comments regarding
training based on survey data.

3. Supervisory Training Programs

3.1 Pickering "A"

At Pickering "A", the Supervisory Development Program, which is based on a series of ACHIEVE
modules, forms the basis of first line supervisor training. As previously noted, the training program was
not run in 1991. However, courses will be scheduled for 1992 to eliminate the backlog of supervisors
who have not received this training, and to provide training to new and step-up supervisors.

In general, courses are delivered by facilitators who are selected from existing union and management
supervisors. These individuals are trained in both facilitation skills and course content, and are meant
to act as a training resource and to fulfil the role of discussion facilitator.

Newly-appointed supervisors and those in acting (step-up) positions are given a three-day introductory
module designed to provide an introduction to supervision. In 1992 this course is to be scheduled on a
bi-monthly basis. The course covers the following topics:

• Supervisor Roles and Basic Supervisor Principles
• Establishment of Performance Expectations
• Providing Constructive Feedback

The course also deals with responsibilities of the supervisor under the Ontario Health and Safety Act, The
Freedom of Information Act, the Ontario Human Rights Code, and relevant Corporate policies.

First line supervisors are provided with the five additional two-day courses in which the following topics
are covered:

• Fundamentals of Supervision
• Solving Work and People Problems
• Employee Relations
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• Safety Awareness for Supervisors
• Performance Planning and the Appraisal Process

Two modules from the ACHIEVE program that will not be offered in the coming year are "Coaching
for Optimal Performance", and "Developing Team Performance". Supervisors will be receiving training
in both of these areas under the QUALTEC program (QUALTEC is a U.S. firm in the process of
implementing Total Quality Management at Pickering).

In addition to these core supervisory training modules, Pickering has plans to run courses on the
following topics for all supervisors:

• Fitness for Duty
• Substance Abuse Awareness
• Harassment in the Workplace

Supervisory training is coordinated by a Human Resources officer on-site, although most of the planning
for these courses is done centrally by Ontario Hydro staff. Human Resource staff within Ontario Hydro
maintain brochures that outline additional supervisory courses outside of the core program that could be
made available to supervisors if requested.

3.2 Bruce "B"

Core supervisory training for both union and management supervisors at Bruce "B" consists of the
following two-day courses which are part of the Supervisory Development Program:

• Fundamentals of Supervision
• Solving Work and People Problems
• Employee Relations
• Effective Communications

In addition, the following courses are delivered to all Bruce "B" supervisors

• Safety Awareness for Supervisors (two days)
• Substance Abuse Seminars (2.5 hours)
• Leadership Skills (three days)

The three-day Leadership skills course is delivered by the Niagara Institute, and includes the following
modules:

• Performance Development
• Situational Leadership
• Decision Making
• Leadership Style Indicator
• Communications
• Utilizing Group Resources and Project Planning
• Goal Setting and Planning

At Bruce, course facilitators are usually union and management supervisors that have been trained in
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course facilitation and content, similar to Pickering. In the past, courses were delivered on-site; more
recently they have begun to take them off-site to local hotels, etc. due to a lack of space for training, and
due to recognized advantages of training off-site.

Supervisory training is coordinated by a Human Resources officer on-site, although most of the planning
for these courses is done centrally by Ontario Hydro staff. Ontario Hydro has developed a brochure with
a number of additional supervisory courses outside of the core program that could be made available to
supervisors if requested.

3.3 Pt. Lepreau

Core supervisory training for first line supervisors consists of a nine-day course entitled "Managing for
Effective Performance" which covers the following topics:

• Introduction and Role of the Manager
• Leadership Skills and Strategies
• Planning
• Communication
• Motivation
• Coaching and Counselling
• Managing Time and Personal Productivity

The course is mandatory for all new supervisors, although the fact that there is no policy with respect
to the maximum amount of time that should pass before a supervisor takes this course means that some
first line supervisors who have been in the job for a year have not yet attended same.

The course is held off-site, usually in St. John or Fredericton, New Brunswick. The number of courses
scheduled per year varies; in 1992, it will be offered twice. Course delivery is, for the most part,
contracted to outside training consultants. Participants in courses normally come from a number of
different New Brunswick Power plants. This mix of participants is done on purpose by New Brunswick
so the course will not end up focusing too narrowly on issues that are specific to one particular work
environment.

The course has received positive feedback from first line supervisors who have participated in it. The
quality of the delivery was rated relatively highly as reflected in the survey data and comments from on-
site interviews.

At Pt. Lepreau, supervisory training is centrally planned by New Brunswick Power (Head Office).
Technical training staff at Pt. Lepreau act as an on-site liaison, providing notice of upcoming courses and
arranging scheduling with plant managers. In contrast, technical training is planned and coordinated on-
site. It appears that the administrative arrangement for the supervisory training program is, at times,
difficult to manage due to the fact that responsibility for the program is removed from the plant site.
Scheduling of employees, particularly when the plant is leading up to, or is involved in a unit outage, is
of key concern to management and plays a major role in determining participation in training courses.
In comparison to the technical training programs, the supervisory training program is run on somewhat
of an ad-hoc or reactive basis.
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E. FIRST LINE SUPERVISOR JOB DESCRIPTIONS

1. Introduction

In addition to comparing training programs to activity profiles, job descriptions that were made available
to the study team were compared with the data obtained from the activity dictionary to determine their
degree of correspondence. To make this task more manageable, only functional areas have been
reviewed, although content analysis was used to determine differences.

Since job descriptions for the two Ontario Hydro Nuclear Power Plants differed significantly from those
obtained from Pt. Lepreau, they were studied separately (many differences noted stem from a difference
in the level of task detail as described in job descriptions). In addition, the two supervisory levels were
done separately. Non core-task functional areas not included in the table indicate that they are not present
in the job descriptions.

While we were able to review job descriptions for first line management supervisors at all three sites
(Ontario Hydro plants have job descriptions for these positions that are fairly standard across sites), there
are no "job descriptions" as such for the first line union supervisor position we examined within Ontario
Hydro. Formal job descriptions do not exist as these positions are negotiated positions and therefore
formal performance evaluations are not performed for this position. At these two sites, we reviewed
instead documents describing the roles and responsibilities of first line union supervisors supplied to us
by Human Resources staff on site. (Note: Document for Bruce "B" describes roles and responsibilities
of first line union supervisors in the Control section, functional responsibilities are assumed to be similar
for Mechanical and Service).

2. Observations Regarding Job Descriptions/Roles & Responsibilities

Before comparing job descriptions to activity profiles, an analysis of the job descriptions themselves was
performed to ascertain the degree to which formal responsibilities for first line supervisors in each of the
three plants correspond. These comparisons are presented in the first two tables of this section.

Generally speaking, there is considerable overlap across the job descriptions for the three sites for
management supervisors, but to a significantly lesser extent for union supervisors. For union supervisors,
only four dimensions appear across the three sites (assuming some equivalency of terms). For
management supervisors, seven common dimensions are seen (assuming equivalency of some terms used
to describe functions).

A comparison across levels within plants is also instructive. At Pickering "A", management supervisors
share eight of thirteen responsibilities (assuming equivalencies of terms such as Quality/Quantity and
Supervise Crews/Monitor Work-in-Progress). The same situation exists at Lepreau, where five
responsibilities are shared (assuming equivalencies across similar terms). At Bruce "B", five
responsibilities are shared (assuming equivalency between Planning and Organizing Work Packages). The
tasks that clearly are not shared are the performance of technical work (while union supervisors may be
called upon to perform this task, management supervisors are generally not), and formal staff evaluation
(union supervisors are not expected to do this). Interestingly, in light of the fact that union supervisors
are part of the union, discipline was mentioned as a function in job descriptions at both Pt. Lepreau and
Pickering "A".
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There was little indication of people management responsibilities in the roles and responsibilities
description for union supervisors at Bruce "B" or Pickering "A". "Prepare oral or written appraisals of
tradesmen under his jurisdiction" is included under the Reporting function for first line supervisors at
Pickering "A". There is a functional area described as Crew Administration at Bruce "B", but this
presumably refers to more documentation such as attendance record keeping than "hands-on" people
management responsibilities such as counselling/coaching, disciplining, evaluating, training, etc. The
number of people management responsibilities that are explicitly referred to in the job descriptions, even
for management supervisors, is limited at all three plants. This, presumably does not indicate the real
degree of people management responsibility of either level of supervision, since the responsibility for
"hands-on" people management needs to be vested in those who deal on a daily basis with staff
(supervisors).

Some of the findings discussed above suggest that there may be differences in the perceived roles of the
two supervisory levels within each plant as well as differences in roles across plants if job descriptions
are used as indicators. Perhaps differences are more apparent than real and merely reflect artificial
differences in terminology and structure of job descriptions. However, the study team was surprised at
the degree of dissimilarity, particularly with levels across plants. To the extent that job descriptions
indicate performance dimensions for assessment, increased standardization would appear to be beneficial
(particularly in situations involving movement of personnel across plants).

COMPARISON OF UNION SUPERVISOR JOB DESCRIPTIONS

Bruce "B"

Safety

Work Direction

Field Supervision

Planning

Crew Administration

Communication

Technical Support

Documentation

-

-

-

-

Pt. Lepreau

-

Work Allocation and
Coordination of Work

Packages

Field Supervision

Planning

-

-

Technical Work

Documentation

Procurement

Disciplining People

Counselling People

Training

Pickering "A"

Safety

Assigning/
Work Methods/

Coordinating

Supervision

Planning

Reporting

Coordinating

Reporting1

Tooling/Equipment

Discipline

-

Training

1 Reporting functions involves technically-oriented reporting (i.e. "Arrange for all neccessary reports for his crew on all
projects in which they are involved" and non-technical reports such as "written appraisals of tradesmen under his jurisdiction". >
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COMPARISON OF MANAGEMENT SUPERVISOR JOB DESCRIPTIONS

Bruce "B"

Ensure adherence to
approved

procedures/practices

Planning

Administer Work Plans

Document Maintenance
Experience

Determine Staff Training
Requirements

Administer Work Plans

Administer Work Plans

Administer Work Plans

Administer Work Plans

-

-

Maintenance Planning

-

Pt. Lepreau

Safety

Policy Implementation

Planning Work

Work Package Preparation

-

-

Maintenance of tools &
materials

Supervising Field Work

Allocating Work

Disciplining People

Manpower Utilization

Staff Evaluation

Authorizing Work

-

Budgeting

Pickering "A"

Safety

Administer Policies

Assess, Plan & Schedule

Organizing Work Packages

Documentation

Training

Ensure Availability of appropriate
tools and materials

Supervise crews/Monitor
Work-in-Progress

Assign work to crews

Disciplining People

Evaluating People

Authorizing Work

Preventative Work
Program

-

3. Comparing Job Descriptions to Activity Profiles

Job descriptions from each of the three plants pertaining to each of the three maintenance sections have
a fairly good correspondence with the activity profiles developed in this study. Exceptions to this have
been noted under remarks in the following tables.

In general, functions and tasks within job descriptions have been articulated in a sufficiently broad manner
that it is difficult to determine in some cases what tasks would not be included in a functional area (e.g.,
under one functional area called work direction is the responsibility for, "coaching and motivating
maintainers to be professional and strive for excellence").
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BRUCE B

Functional Areas

Job Description

Safety

Work Direction

Field Supervision

Planning

Crew Administration

Communication

Technical Support

Documentation

No equivalent

Activity Dictionary

Safety

No equivalent

Supervising Field Work

Planning Work

Administration & Authorizing
Work

No equivalent

No equivalent

No equivalent

Allocating Work

Remarks

Important part of the job (9.7% of
time spent).

This function is not being
performed to a great extent

Major functional area (35 % time
spent)

This function is another large part
of the job (9.7% time spent)

The activity dictionary function
has a broader scope. Evaluation
of training deficiencies is included
in another functional area.

Some tasks included in Planning
Work, and in Counselling People

Some tasks included in
Supervising Field Work

Th i s c o r e f u n c t i o n
includes prioritizing
and coordination tasks



23

PT. LEPREAU

Functional Areas

Job Description2

Work Allocation

Technical Work

Field Supervision

Coordination of Work Packages

Procurement

Disciplining People

Counselling People

Documentation

Training

Planning

No equivalent

Activity Dictionary

Allocating Work

No equivalent

Supervising Field Work

Organizing Work Packages

Managing Tools & Materials

Disciplining People

Counselling People

No equivalent

Design & Delivery of
Trades/Technical Courses

Planning Work

Safety

Remarks

Important part of the job (9.7% of
time spent).

The job descriptions indicate actual
hands-on (in addition to direction)
technical work. This function is
not considered a supervisory
function.

Major functional area (35 % time
spent)

60% or less stated they were
involved in this function

This is not a major function within
the activity dictionary

The job description function is
limited to assisting in training
related matters. There was very
little stated involvement in the
activity dictionary data

9.7% of time is spent on this
function

Safety is not explicitly addressed
in the job descriptions.
Supervisors are to, "ensure that
work is performed in accordance
with work packages, station
policies and procedures..."

Although the Job Descriptions for Point Lepreau did not contain Functional Areas, content analysis permitted the
extraction of functions.
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Pickering "A"

Functional Areas

Job Description3

Maintenance Activities

Planning

Training

Document Maintenance History

Supervision

No equivalent

Activity Dictionary

Work Procedures
Managing Tools & Materials
Supervising Field Work

Planning Work
Organizing Work Packages

Design & Delivery of
Trades/Technical Courses

No equivalent

Administration and Authorizing
Work

Safety

Remarks

The job description indicates
supervisory involvement rather
than hands-on work. The function
is heavily process and equipment
oriented.

The job description function is
limited to assisting in training
related matters. There was very
little stated involvement in the
activity dictionary data

The job description includes direct
supervision of employees.

3.2 First Line Management Supervisors

Bruce B

Functional Areas

Job Description

Ensure adherence to approved
practices/procedures

Activity Dictionary

Safety

Remarks

Only 5 % of the time is spent on
safety by all respondents in the
activity dictionary data

The information was extracted from the Pickering Production Section Procedure.
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Functional Areas

Job Description

Administer Work Plans

Planning

Maintenance Planning

Document Maintenance Experience

Determine Staff Training
Requirements

Activity Dictionary

Counselling People
Evaluating People
Disciplining People
Supervising Field Work
Planning Work
Allocating Work

Planning Work

Managing Tools & Materials

Planning Work

No equivalent

Selecting/Scheduling for Trades &
Technical Courses

Remarks

'Administers Work Plans' in this job
description is very broad and far-
ranging, and includes both work
managmcnt and people management
tasks. The activity dictionary
functions have more specific tasks.

Planning in the job description
includes such tasks as planning and
scheduling of current maintenance
activities. It also covers planning of
equipment modifications.

Job description covers longer-term
maintenance planning/coordination of
routine maintenance programs and
major shutdowns.

The job description focuses on
determining staff training and
development requirements. In the
activity dictionary, 1.8% of time is
spent on that function.
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Point Lepreau

Functional Areas

Job Description

Maintenance of Tools and Materials

Supervising Field Work

Allocating Work

Planning Work

Disciplining People

Policy Implementation

Manpower Utilization

Staff Evaluation

Budgeting

Authorizing Work

Safety

Work Package Preparation

Activity Dictionary

Managing Tools and Materials

Supervising Field Work

Allocating Work

Planning Work

Disciplining People

No equivalent

No equivalent

Evaluating People

Budgeting

Administration and Authorizing Work

Safety

Organizing Work Packages

Remarks

The job descriptions indicates a strictly
supervisory function.

The job descriptions indicate no actual
hands-on work. This function takes 12%
of the managers' time.

Major functional area (12% time spent)

This is another function in which a major
portion of the managers' time (12%) is
spent. The job descriptions include
several tasks in this area.

The job descriptions are very specific on
this task.

The job descriptions include
implementation and monitoring of policies
and procedures.

The job descriptions include monitoring
the time keeping system, preparing and
approving payrolls, and estimating
manpower requirements.

The job description function includes
preparing budget, tracking expenditures.

8 % of time is spent on this function

Job description indicates responsibilities
relate to the coordination of the
department safety program.

This functional area does not form a large
part of the job description.



27

Pickering "A"

Functional Areas

Job Description

Authorizing Work

Evaluating People

Training

Documentation

Safety

Supervising Field Work/Monitor
Work-in-Progress

Disciplining People

Organizing Work Packages

Preventative Work Program

Assess, Plan and Schedule

Administer Policies

Ensure Availability of
appropriate materials and tools

Assign Work to Crews

Activity
Dictionary

Administration &
Authorizing Work

Evaluating People

Selecting and Scheduling
for Trades/Technical
Courses

No equivalent

Safety

Supervising Field Work

Disciplining People

Organizing Work
Packages

No equivalent

Planning Work

No equivalent

Managing Tools and
Materials

Allocating Work

Remarks

The job description indicates supervisory
involvement rather than hands-on work. The
function is heavily process and equipment
oriented.

Job description includes taking/recommending
positive feedback and recognition, assisting in
evaluating, motivating, etc.

The job description function includes
identification and recommendation of further
training where necessary.

Job description includes providing necessary
reports to Supervisor, documentation of
changes to plant systems and equipment, etc.

Job description includes reporting on radiation
investigations.

Job description includes routine visit to job
site locations, emphasizing safe work
practices.

Job description includes assisting in discipline
under "crew supervision".

Job description includes monitoring schedule
of productivity, collecting data on equipment
performance.

Activity dictionary data indicate that managers
spend 12% of their time on this function.

Job description indicates administration and
communication of corporate policies and
procedures, and elements of the Collective
Agreement.

Job description indicates a procurement
function to enable crews to meet work
schedule

Activity dictionary data indicate that managers
spend 12% of their time on this function.
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F. FIRST LINE SUPERVISOR PERFORMANCE EVALUATIONS

1. Introduction

Performance Appraisal forms that were available to the study team (the appraisal form analyzed is an
Ontario Hydro form, see Appendix C) were reviewed to determine the correspondence between appraisal
criteria or dimensions on which supervisors are assessed, the duties they perform, and the responsibilities
identified in the job descriptions.

2. Summary

In general, the Performance Appraisal Form evaluates the conceptual aspects of performing the job (e.g.,
developing new ideas), and the manner in which these concepts are applied (e.g., quality, timeliness).
It presents an assessment of the individual's contribution to standardized objectives (e.g., employee
safety). It also rates specific job skills and personal attributes (e.g., decision making, creativeness).
Section 4 of the appraisal form is reserved to broad supervisory factors.

The performance appraisal form does not measure behaviour or the results of behaviour, nor does it
present data in a manner that provides for comparison over time and between individuals. In fact, the
appraisal form is not related to job functions or to specific parts of the supervisor's job. It does not
differentiate between levels of supervision. In addition, the factors in section 1.0 and 2.0 are not defined,
and leave some latitude for interpretation, thus jeopardizing assessment standardization.

Nevertheless, the performance appraisal indirectly touches on certain parts of the supervisor's job. The
following is a comparison of pertinent sections of the performance appraisal with sample statements of
the data collected through the activity dictionary. It also indicates whether the tasks form a significant
part of the supervisor's job, and whether it is performed by over 85% of first level Union Supervisors,
or first level Management Supervisors.

As can be seen from the table, there are definite differences in the types of tasks performed by both types
of supervisors. These differences could be used as guides for performance evaluation.
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Performance
Appraisal

Item

Recognizing
the needs

Deciding timing
priority

Quality, Volume,
Timeliness,
Follow through

Employee Safety

Planning

Communication

Staff
Development

Motivation

Activity Dictionary Item

•Initiate corrective action upon discovery of work
hazards
•Recommend changes to Planned Maintenance
Schedule (Call-ups)
•Take informal action to resolve disciplinary
problems
•Identify employee supervisory training needs

•Re-direct work to ensure completion of priority
work packages
•Develop work schedules for work crews
•Recommend overtime work

•Brief immediate supervisor regarding status of
work packages
•Monitor completed work for quality
•Troubleshoot roadblocks to task completion
•Ensure all work activities are properly documented
•Approve time sheets

•Report on safety deficiencies
•Identify task-related hazards to subordinates
•Provide input to safety investigation team
•Initiate safety investigation

•Coordinate job execution with other work groups
•Allocate jobs to work crews
•Monitor manpower levels

•Brief immediate supervisor regarding status of
work packages
•Monitor and report to immediate supervisor
regarding personnel problems
•Prepare written performance reviews for
subordinates

•Coach less experienced employees on work
methods
Recommend individuals for trade/technical training
courses/on-the-job training programs
•Identify employee trade/technical training needs

•Discuss performance with subordinates informally
•Facilitate resolution of interpersonal problems of
subordinates

Significance
of task

Core task
Core task

Non-core task
Non-core task

Core task

Core task
Non-core task

Core task

Core task
Core task
Core task
Non-core task

Core task
Core task
Non-core task
Non-core task

Core task
Core task
Core task

Core task

Core task

Non-core task

Core task
Non-core task

Non-core task

Non-core task
Non-core task

Level of
Supervision

Union

Yes
No

No
No

Yes

No
No

Yes

Yes
Yes
Yes
No

Yes
Yes
No
No

Yes
Yes
No

Yes

Yes

No

Yes
No

No

No
No

Mgtmt

Yes
No

Yes
No

Yes

Yes
Yes

Yes

Yes
Yes
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G. CONCLUSIONS AND RECOMMENDATIONS

1. Introduction

Organizations in industrialized nations and in North America, in particular, have undergone profound
changes in the past decade or so. Terms such as downsizing, rightsizing, rationalizing, and restructuring
have become part of the modern business lexicon. Mergers and takeovers have become commonplace
in the private sector; privatization has gained considerable popularity in the public sector. Japan, once
regarded as producers of inexpensive, low-quality goods has become a world leader in manufacturing and
merchandising, with the result that structures, methods, processes and philosophies used in Japan have
been exhaustively examined for application in other industrialized nations. The erosion in productivity
and the loss of the competitive advantage has led to a challenge of the North American "know-how" in
terms of technology, processes and the supportive infrastructure.

Some of these changes have been the result of changes in technology, while others have been due to new
processes and ways of doing business. Some mirror changes in international competition; some reflect
changes in the demographics of the labour force. Some changes have been voluntary while others have
been imposed by government.

It is important to realize that changes in management thought have been as widespread as changes in
production methods and processes. Until the 1970's, much of the attention in management thinking was
aimed at fine-tuning accepted principles related to organizational elements such as structure, span of
control, and labour specialization. In the past decade or so, however, we have been witnessing a
paradigm shift. Once sacrosanct, notions such as economies of scale have come under serious challenge.
Rules of thumb, such as those pertaining to span of control have been recognized as anachronistic.
Quality control, once exercised by "inspectors", then delegated to the "producers", has evolved into a
philosophy and process of Total Quality Management. The distinction between "management" and
"employees" has become blurred as the barriers to bargaining unit membership have been loosened and
the exclusion/inclusion "line" has moved upwards in organizations.

As a result of these changes, there is no longer a set of rules or predetermined criteria that can be readily
applied to organizations to determine whether organizations (or any of their elements) are "right" in terms
of size, design, processes, etc.. The criteria for evaluating organizations are now more pragmatic in
nature. Questions have changed from a simplistic form such as "is organization "A" properly designed?
(i.e., in accordance with generally accepted principles of organizational design)" to questions such as "is
Organization "A" designed in such a manner as to be maximally efficient and effective given the
international marketplace, the quality and availability of labour, the appropriate mix of labour and capital,
etc."?

Similarly, comparing organizations across, or even within, industries is of modest value due to variability
in markets for products and labour, production costs, human capital and a host of other critical
components. Even with all tangible factors held constant, intangibles such as the corporate culture affect
what will work best within a given organization in terms of structure, leadership styles, etc.

The area of supervision has not been isolated from change. The introduction of such structures and
processes as Quality Circles and Autonomous Work Teams, which began in the late 1970's and 1980's,
symbolized a change in philosophy. No longer was the supervisor regarded as the "controller" of
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productivity, but more as the "facilitator" of the work process. Words such as coach, cheerleader,
developer and mentor began to be used in describing the responsibilities of first line supervisors and
managers. A recent book uses the words "SuperLeadership and Self-Leadership" to characterize the new
"leader-follower" philosophy. In their 1989 publication, Charles Manz and Henry Sims, discuss this
philosophy in the following terms:

"SuperLeadership is fundamentally different from traditional views of
leadership. Its main objects are to stimulate and facilitate self-leadership
capability and practice and, further, to make the self-leadership process
the central target of external influence. Self-influence is viewed as a
powerful opportunity for achieving excellence rather than as a threat to
external control and authority. In fact, if leaders really want
subordinates to develop into high performers, providing them with the
autonomy and responsibility to be more in charge of themselves and their
work is essential." (Manz and Sims, SUPERLEADERSHIP. Berkley
Books, New York, 1989, p.8)

The Quality Improvement Program (QIP) undertaken by Ontario Hydro is evidence that this organization
is undergoing the same paradigm shift as other organizations4. Thus, in examining the responsibilities,
training and evaluation of first line supervisors, we must be cognizant of changes in "people management"
philosophies such as those discussed by Manz and Sims.

Although this was not the focus of the present study (otherwise, a more appropriate methodology would
have been selected), questions are anticipated concerning the study's findings regarding the effectiveness
of first line supervisors in the plants studied. For reasons discussed above, traditional management
concepts (such as span of control) are of limited value in addressing the matter of effectiveness.

The approach used in this study provided only indirect evidence related to the question of effectiveness.
By examining the functions performed by first line supervisors, the study was able to identify some areas
where improvements related to "work management" or "people management" would be expected to show
benefits. The term "work management" refers to activities related to achieving the task and covers the
traditional supervisory/management functions (e.g., organizing, planning, and controlling work). The
term "people management" is used to refer to the way in which people are dealt with in the process of
doing the work and includes such things as communicating, motivating, resolving conflict, leading teams,
evaluating performance and developing staff. We will address these areas in the appropriate sections
below.

The study is also able to make some general conclusions regarding the appropriateness of training content
in terms of providing first line supervisors with the requisite skills for performing the first line supervisor
role. In general, we found the emphasis of supervisory training provided by NB Power (for Point
Lepreau staff) to be somewhat different from that provided by Ontario Hydro (for Pickering and Bruce
staff).

4 Appendix D contains a summary of recent supervisory-related initiatives conducted by Ontario Hydro, including »he QIP
program.
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2. Training

The training provided by Ontario Hydro is heavily skills-based or "how-to" in nature. Employing an
overall performance management thrust (having defined the supervisor's job as one of getting work done
through people by managing their performance), the training consists of a series of modules on selected
supervisory activities (e.g., solving problems, handling employee complaints, resolving employee
conflicts, conducting work progress interviews, etc.) organized into brief (e.g., two-day) training
sessions. The training is behaviourial based and aimed at covering correct procedures and
acquiring/improving the skills to effectively manage various situations.

The nine-day supervisor training provided by NB Power tends to focus more on cognitive learning.
Thus, both the nature of topics covered and the approach used differs. There appears to be considerably
more discussion of theory in the training offered by NB Power (e.g., various motivational theories) and
concentration on understanding and self-awareness (e.g., self-assessment using the Myers-Briggs Type
Indicators, a personality instrument). In general, the emphasis of the Ontario Hydro training appears to
be more on getting the work done through people while the NB Power focus appears to give greater
emphasis on managing self, managing processes (e.g., time management, meeting management) and
managing people relationships. (It should be noted that some training in people management, such as
leading teams, is offered by Ontario Hydro outside the core supervisor development program under the
Quality Improvement Program.)

A further note on the NB Power supervisor course. Two topics are covered which do not appear to be
major first line supervisory activities, according to the results of this study. The first of these is
Managing Meetings. Our study did not indicate this to be a frequent event or important first line
supervisor skill. While we do not question the value of such training, it does not appear critical to the
effective conduct of the first line supervisor's responsibilities. The second topic is Time Management.
It is our view that the majority of activity performed by first line supervisors is system-imposed (e.g.,
scheduled maintenance), with modest amounts of "discretionary" time (which could be managed) available
for such supervisors. The demands on the first line supervisor are considered to be more those of
juggling priorities than managing discretionary time.

Other differences between the training provided by Ontario Hydro and NB Power are interesting to note.
While Ontario Hydro uses supervisors, trained in instructional techniques, to deliver portions of first line
supervisor courses, NB Power does not. As a general principle, using supervisors to deliver supervisory
training is a good idea. It provides developmental experience to the "training" supervisors and can
provide increased credibility of course content for participants. Many Ontario Hydro supervisors were,
however, critical of the course content and delivery while Point Lepreau staff were generally quite
positive about the training they received.

A second point is that first line supervisors in Ontario Hydro's nuclear plants receive training together
while members of Lepreau are grouped with staff from non-nuclear plants for supervisory training. It
might be assumed that Ontario Hydro's approach would facilitate the promotion of a common corporate
culture regarding people management and that NB Power's approach would be more "generic" in nature
(i.e., no consideration of the unique requirements of supervision in a nuclear plant). We found no
evidence to support the superiority of either approach although, in general, we consider "homogeneous"
training groups to be advantageous at this level of "management" training.
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Recommendations:

1) Supervisory training should be provided as soon as practicable following promotion to a supervisory
position. This is particularly important where a skill-building training approach is used. When training
is delayed, individuals develop approaches through trial-and-error or other means and may view
subsequent training efforts as "too little - too late".

2) Considerations should be given to providing additional training to management supervisors. Training
content should reflect job content; however, this study found considerable differences between the
activities of union supervisors and management supervisors. For example, management supervisors
appear to take a more active role in the discipline and performance appraisal process. Training content
should also reflect required skill levels. Considering the fact that, generally, union supervisors report
to management supervisors, the skill level of management supervisors should be higher in particular areas
- e.g., coaching and counselling, team building.

3) Whenever practical, supervisors should participate in the delivery of supervisor training. This is
particularly true in the case of management supervisors. It is a developmental experience for supervisors,
ensures training relevance, and provides increased training credibility for course participants. Supervisors
must, however, be provided training skills prior to undertaking the delivery of course material.

4) Ideally, those receiving any form of training should meet with their supervisors on return to the work
place to discuss the training received and to set objectives related to course content. In this instance, it
would be advantageous for "graduates" to meet with their supervisors to discuss goals related to work
and people supervision. This ensures that the supervisors of graduates remain aware of and involved in
the training process and that graduates receive support and encouragement in the application of new skills
and knowledge.

3. Performance Appraisals

One of the objectives of the study was to examine the performance appraisal system vis-a-vis first line
supervisor functions. Toward this objective, the study team investigated several issues, including 1) to
what extent is a formal performance appraisal carried out?, 2) what is assessed during this process? and
3) how does assessed performance relate to the supervisory functions identified in the study?

The study team found considerable variability in performance appraisal practices. Generally, formal
performance appraisals appear to be used primarily to support merit increases. Although some exceptions
were found, in general employees receive an annual performance appraisal only during the period in
which they are eligible for merit increases. Once they have achieved the top pay level for their
classification, annual formal performance appraisals appear to be the exception. Many interviewees
reported that they had not received a formal report on their performance for several years, since
qualifying for their final merit increase. A small number of interviewees reported that annual
performance appraisals were the norm in their work groups.

A significant number of interviewees reported that they felt that feedback on their performance, such as
that provided during a formal performance appraisal event, was valuable. However, many interviewees
indicated that they felt that management was not committed to the performance appraisal process.
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(In this context, it should be noted that performance appraisal and feedback should not be considered an
annual event but rather as a continuous process. Individuals have an ongoing need to know how they are
regarded by the organization and how they are performing relative to organizational requirements and
expectations. Providing feedback only on an annual basis, and as part of a formal process, is a poor
people management practice.)

A practice used by many organizations is to have different performance appraisal requirements for
different categories of employees. There may be a requirement, for example, to complete a performance
appraisal on all new employees after three months and again at the completion of six months and/or
twelve months of employment. With experienced employees, annual performance appraisal may be
required during the merit entitlement period. Thereafter, performance appraisal may be required every
three years or when performance deficiencies are observed. Some organizations supplement formal
performance appraisal requirements with "elective" appraisals. Thus, employees may request formal
performance appraisals be conducted on a regular (e.g., annual) basis, even when not required by the
organization. Providing elective performance appraisals for experienced employees reduces the
administrative workload on the organization while, at the same time, providing performance appraisals
to interested personnel.

Despite the fact that "stepping-up" to a supervisory position on a temporary basis is a reasonably frequent
event, the study team found no specific policy regarding performance appraisal of those in stepped-up
positions. This, coupled with the lack of a requirement (on the performance appraisal form) to assess
supervisory potential of non-supervisors, means that in considering these personnel for promotion to a
supervisory position, information regarding potential for supervision tends to be informal and
undocumented. Introducing a formal requirement to complete a performance appraisal on individuals
acting in a stepped-up supervisory position (whether non-supervisors acting as union supervisors or union
supervisors acting as management supervisors) should improve the supervisor selection process by
providing information on supervisory potential and performance.

On the question of how performance assessed in the performance appraisal process relates to the
supervisory functions identified in the study, the team found that a "generic" performance appraisal form
is used. Thus, all individuals, whether having supervisory responsibilities or not (and regardless of their
functional responsibilities) are assessed using the same performance dimensions. (A small section of the
form, dealing specifically with supervisory performance is used for those with supervisory responsibility.)
Performance dimensions are not weighted to reflect supervisory functions and, thus, union supervisors
and management supervisors (who were found to have quite different activity profiles) are evaluated with
the same "measuring stick".

This does not necessarily mean that evaluations will not be "customized" to reflect the functions
performed by the individual being evaluated. However, the onus will be put on the rater to identify the
supervisory functions being performed and to report on the performance in those functions. To illustrate
by example, a number of management supervisors reported some level of involvement in the budget
process (planning, administering, monitoring, etc.), while few if any union supervisors are involved in
this function. As the performance appraisal form does not require specific evaluation in this function,
whether an individual's performance in the financial area is rated will depend on the person conducting
the appraisal. To the extent that there is no standardization across raters in the performance dimensions
evaluated, there will be a lack of comparability across individuals rated. Likewise, unless performance
is appraised across all relevant functions, performance appraisals provide limited value as a source of
information from which training needs can be determined and/or training can be validated.
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The study team examined the content of the Performance Appraisal training program offered by Ontario
Hydro. The two-day program focuses heavily on performance management through the establishment
and communication of performance standards and the performance goal-setting process. Although the
process covered in the training program is a sound one, the study team found little evidence it was being
consistently applied. Interviewees who did relate performance appraisal sessions generally described a
more general appraisal process with little structured goal-setting. In addition, the use of a goal-setting
process requires periodic follow-up to measure progress against goals and, as previously discussed,
performance appraisal tends to be irregular, particularly in the case of those who have reached the top
merit level.

Recommendations:

1) Performance appraisal should be promoted not as an event but as an ongoing process that reflects good
people management practice. This message should be communicated through such means as supervisor
training, documentation on the performance appraisal process, and corporate publications such as
newsletters.

2) Schedules should be established/followed regarding the completion of formal performance appraisals
on a periodic basis for all categories of employees. Consideration should be given to offer appraisals on
an elective basis where intervals of more than a year occur between required formal appraisals.

3) Individuals acting in stepped-up positions should receive a formal performance appraisal, dealing
specifically with their supervisory performance in that position, upon the completion of the assignment
or periodically during the appointment to the position in the case of lengthy periods of time in acting
stepped-up positions.

4) Performance appraisals should evaluate performance in the major functional responsibilities of
individuals being assessed. This might require modification of performance appraisal forms, training of
raters and/or monitoring of completed appraisals by the rater's supervisor.
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BRUCE "B"

First Line Union Supervisors

Control Section: Senior Shift Control Technicians
Mechanical Section: Union Trades Supervisor (Level II)
Service Section: Union Trades Supervisor (Level III)

All union supervisors are members of the CUPE Local 1000 bargaining unit.

First Line Management Supervisors

Control Section: Shift Maintenance Supervisor (Control)
Mechanical Section: Shift Maintenance Supervisor (Mechanical)
Service Section: Trades Management Supervisor

PICKERING "A"

First Line Union Supervisors

Control Section: Senior Shift Control Technicians
Mechanical Section: Union Trades Supervisor (Level II)
Service Section: Union Trades Supervisor (Level III)

All union supervisors are members of the CUPE Local 1000 bargaining unit.

First Line Management Supervisors

Control Section: Shift Maintenance Supervisor (Control)

Mechanical Section: Shift Maintenance Supervisor (Mechanical)
Service Section: Trades Management Supervisor

In certain instances, within the service maintenance section at Pickering, there is an additional level of
management supervision, between the first line union supervisor and the Shift Maintenance Supervisor
(management). In these instances, the Shift Maintenance Supervisor is two levels of supervision from
the trades, who have no supervisory responsibility.
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PT. LEPREAU

First Line Union Supervisors

Control Section: Senior Control Maintainer
Mechanical Section: Senior Mechanical Maintainer
Service Section: Senior Service Maintainer

First Line Management Supervisors

Control Section: Electrical, Instrumentation & Control Foreman (Supervisor)
Mechanical Section: Mechanical Foreman (Supervisor)
Service Section: Service Foreman (Supervisor)
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% of respondants indicating that they perform TASK over the regular course of their current position

FUNCTIONS
Design & Delivery

of Trades/Technical
Courses

Union
40%
8%

26%
8%
11%
15%

Mgm't
49%
13%
33%
18%
33%
38%

TASKS

Selecting & Scheduling
for trades/technical

courses

74%
76%
60%

89%
84%
84%

Design & Delivery
of Supervisory Courses

8%
0%
6%
0%
2%
6%

18%
4%
4%
0%
11%
11%

Selecting & Scheduling
for supervisory courses

Planning Work

Allocating Work

Organizing Work
Packages

Supervising Field
Work

28%
45%
25%

56%
62%
62%

96%
76%
68%
79%

91%
89%
91%
91%

91%
89%
79%
36%

87%
91%
84%
44%

60%
42%
62%
38%
60%

67%
59%
60%
71%
82%

93%
91%
87%
60%
74%
60%
81%
87%
89%
89%
89%
91%

87%
69%
80%
38%
80%
69%
93%
71%
89%
91%
91%
91%

Assist in design of trades/technical training course
Design tndesAechnical training course
Select trainers for delivery of course
Negotiate contract with outside trainers for course delivery
Develop training schedule
Analyse training program evaluations

Identify employee trade/technical training needs
Recommend individuals for trade/technical training courses/on-the-job training programs
Select individuals to participate in trade/technical training courses/on-the-job training programs

Assist in design of supervisory training course
Design supervisory training course
Select trainers for delivery of course
Negotiate contract with outside trainers for course delivery
Develop training schedule
Analyse training program evaluations

Identify employee supervisory training needs
Recommend individuals for supervisory training courses/on-the-job training programs
Select individuals to participate in supervisory training courses/on-the-job training programs

Coordinate job execution with other work groups
Develop work schedule for work crews
Monitor manpower levels
Advise supervisor of deficiency in manpower levels

Allocate jobs to work crews
Re-direct work to ensure completion of priority work packages
Recommend changes to Planned Maintenance Schedule (Call-ups)
Approve changes to Planned Maintenance Schedule (Call-ups)

Prepare work packages
Supervise preparation of work packages
Assess work packages
Approve work packages
Advise on technical aspects of work package

Monitor completed work for quality
Coach less experienced employees on work methods
Report on status of work package to immediate supervisor
Perform technical work
Provide technical advice on work packages/jobs
Provide formal performance feedback to work crews on completed jobs
Provide informal performance feedback to work crews on completed jobs
Ensure all work activities are authorized
Ensure all work activities are properly documented
Troubleshoot roadblocks to task completion
Initiate corrective action upon discovery of work hazards
Report on safety deficiencies
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Administration
( & Authorizing Work)

Reporting on
work status

Managing Tools
& materials

Work Procedures

Safety

Budgeting

Evaluating People

Counselling People

Disciplining People

72%
6%

21%
0%

47%
13%
64%
11%

89%
38%
24%
40%
56%
96%
93%
93%

96%
49%

87%
49%

60%
43%
73%
87%
13%

71%
51%
49%
82%
31%

59%
81%
17%

64%
93%
44%

89%
85%
68%
77%
89%
38%
68%
26%
11%
9%

91%
87%
96%
89%
96%
78%
87%
64%
60%
55%

2%
21%
7%

28%
0%

2%
33%
9%

40%
2%

51%
4%

79%
43%
13%

82%
29%
93%
62%
27%

42%
59%

67%
87%

79%
38%
15%
55%
72%
38%
6%

89%
82%
87%
89%
93%
80%
13%

Recommend overtime work
Approve overtime work
Recommend hiring of contract employees
Approve hiring of contract employees
Recommend approval of vacation requests
Approve vacation requests
Monitor radiation dosages
Approve timeshects

Brief immediate supervisor regarding status of work packages
Brief incoming colleague on work status on shift changeover

Monitor material and tooling inventory levels
Discuss tooling & material requirements with outside suppliers
Report to immediate supervisor re: tooling & material inventory levels
Recommend tooling/materials purchases
Approve tooling/materials purchases

Develop work procedures
Review work procedures
Approve work procedures

Identify specific task-related hazards to subordinates
Identify safe work practices & safety equipment to be used in the performance job tasks
Investigate accidents and incidents
Complete written reports on all accidents and incidents
Discuss safety issues with immediate supervisor
Initiate safety investigation
Provide input to safety investigation team
Perform role as a member of a contingency team
Ensure that all subordinates arc trined in roles as members of contingency team
Maintain minimum staff complement to ensure contingency team

Prepare yearly budgets
Assist in preparation of yearly budget
Monitor budget on at least a monthly basis
Discuss budget with immediate supervisor
Present yearly budget to upper management (superintendent and above)

Prepare written performance reviews for subordinates
Prepare written merit reviews for subordinates
Discuss performance with subordinates informally
Provide input to performance reviews of other employees
Provide input to merit reviews of other employees

Counsel employees on career opportunities
Facilitate resolution of interpersonal problems of subordinates

Monitor and report to immediate supervisor regarding personnel problems
Recommend disciplinary action to immediate supervisor
Take formal action to resolve disciplinary problem
Take informal action to resolve disciplinary problem
Discuss disciplinary problem with immediate supervisor
Recommend appropriate disciplinary action to immediate supervisor
Receive grievances from members of the bargaining unit
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BACKGROUND ON SUPERVISORY-RELATED INITIATIVES CONDUCTED BY ONTARIO
HYDRO (From conversation with Bob Birse, Eastern Div. Human Resources Manager 01/05/92)

Darlington Attrition Study

This study was triggered as a result of recognition of the fact that control technicians at Darlington were
experiencing a high rate of attrition. The gut feeling of management was that these supervisors were
leaving due to poor supervision. A study was commissioned to determine the reason for this high rate
of attrition.

The study found that control maintenance technicians who had been brought in mostly from other areas
of the province simply were choosing to leave Darlington for reasons to do with location, and not
necessarily based on poor supervision. Control technicians who were recruited largely from the
construction industry and who were used to working on a 'job basis' were simply taking advantage of
internal job postings to move elsewhere, and were able to do so as a result of their high level of technical
training. However, over the course of this study, a number of other employee issues were identified.

Working Environment Study

The impetus for this study was a combination of the findings from the Darlington Attrition Study and the
fact that a new manager (Allen Holt) who was concerned with such issues, was hired. An external
consultant delivered an internal report in the fall of 1991 regarding the findings of the study (the
document has not been widely circulated).

This study determined that previously, supervisors were trained to act in a militaristic, top-down manner.
Although a new approach to supervising had been adopted by senior management, no training existed to
reinforce this approach or assist supervisors in changing their own approach.

Supervisor Expectations Study

Following a QIP session for managers last year in which a number of quality improvement issues were
discussed, it was recognized that since QIP called for a supervisor transition from 'COP' to 'team leader',
the new concept of team leader and the expectations for supervisor behaviour should be clarified.

The purpose of this study was to clarify what behaviours were expected of a 'team leader' within a
quality improvement environment. Clarification of these expectations were also seen as beneficial in
order to update supervisory training.

A study team was set up toycomplete the study. However, the team eventually came back to report only
that they had been unable to determine a consensus regarding supervisor expectations.
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Quality Improvement Project

The Quality Improvement Program has been underway for almost two years. It is sponsored by a Hydro
Vice-President, and is run by Mike Nicholls, Director of the Quality Improvement Division. It is viewed
as a long-term project (five year full implementation). Several workplace quality teams have been formed
to address problems associated with key result areas that have been developed (e.g., nuclear safety,
station chemistry, public/employee safety, cost, etc.). At the station level, teams are responsible for
looking at production-type problems.

As part of this branch program, QUALTECH (division of Florida Light & Power) has been hired to
assist Ontario Hydro in setting up workplace quality teams, training facilitators, etc. to implement the
quality strategy. The QUALTECH program has also begun to address the problem of clarifying
supervisor leadership roles through its coaching and leadership training for supervisors.

Organizinfi For Ownership

This study (conducted almost two years ago) was initiated after recognition of the fact that a malaise
regarding work ethic within the maintenance section had set in at Pickering. This malaise was thought
to be attributable to a lack of 'ownership1 that had developed due to the fact that employees potentially
worked at all eight units, and would not then know from day to day where they were working, or what
they were working on. It was commonly believed that organizing employees so that they would work
on at only one site on a regular basis, a greater sense of ownership could be achieved, and employee
morale would improve.

A study team (Organizing Design Team) was set up to make recommendation as to how the maintenance
crews could be better organized to create a greater sense of ownership, thereby increasing productivity
and employee satisfaction. Recommendations are to be presented to a project steering committee in the
middle of May of this year.


