LESSON PLAN:  

L/MER MODULE OF HR FOR NEW SUPERVISORS

Total time - Approximately 10 hours (not including lunch).  Time can vary depending on discussion and how the exercises are handled (further explained below).

Outline - the L/MER module consists of the following 5 segments:
I. Introduction (20-30 min – depending on how long you keep the exercise/discussion going): Set the stage for the MER and Labor module.  Briefly discuss the role of the Supervisor, focusing on their responsibilities as it relates to L/MER.  Specifically address that supervisors are responsible for the well being and safety of ALL their employees.  Includes one exercise.

--Exercise: You’re the Supervisor.

II. Performance Management (1 hour and 30 minutes– can depend on how long you keep the exercises going): the performance management process includes 5 stages - planning, monitoring, developing, appraising, and rewarding.  The idea is to start with the supervisor’s first day on the job (the planning stage) and work through each stage ending with the supervisor’s first year on-the-job completed. The last part of this module is a TAPES overview and includes an exercise.

A. Planning – discuss briefly focusing on the “initial” performance counseling session.

B. Monitoring – discuss briefly focusing on “coaching”.

C. Developing – discuss briefly. Let them know more will be covered during the “Training” module.

D. Appraising – Discuss how to conduct an appraisal discussion and get into TAPES.

--Exercise: How would you respond?

E. Rewarding – Outline the key aspects of the Incentive Awards program.

F. TAPES Overview

--Exercise: Case Studies: TAPES

III. Attendance and Leave (2 hours – depending on how long you keep the exercise going).
IV. Taking Corrective Action (4 hours and 30 minutes hours – depending on how long you keep the exercises and discussion going can go longer): 
A. Taking Disciplinary Action

-Exercise: Performance or Conduct

-Exercise: Nexus or Not?

B. Handling Medical Issues in the Workplace

-Exercise: Disability and Reasonable Accomodation

C. Dealing with Performance Issues

-Exercise:  Case studies incorporating discipline, medical and performance situations.

D. Grievance & Appeals

V. Labor Relations Overview (1 hour, 30 mins – depending on how long you keep the exercise/discussion going).

Before we start:  Just a couple thoughts to consider.  The MER/Labor module is heavy on exercises and discussion.  Remember, you do not need to show each and every slide.  The discussion and exercises may address the information covered in the slide.  In that case, you would not need to cover it again.  In case you need to make up time because you are running over, you can always modify the manner in which you present the exercises.  Consider the following options:


-- If there is more than one case or problem in the exercise, assign each group one or two problems rather then all of the problems;


--Go over the exercise as a group rather then breaking into separate groups;


-- If there is more than one case or problem in the exercise, assign one or two for everyone to work on rather then covering all the problems for that exercise.


--If the discussion covered the main points and the students seem to have a good understanding, skip the exercise and tell them the exercise is the binder and they can refer to it as needed.

Balance the amount of lecture and discussion.  It is vital that the supervisors have the opportunity to discuss their concerns and experiences.  Supervisors can learn a tremendous amount from each other.  Don’t minimize the knowledge and experiences of the students; especially in terms of sharing with the class.  You will find that individuals may have a wealth of knowledge to offer on a particular subject or from an experience. 

Breaks…use your judgment.  As a general rule, provide at least two breaks during the morning session and two in the afternoon session.  You can always combine breaks with exercise time/group work.

Module:  Introduction to Management-Employee / Labor Relations.

Allotted time: 20-30 minutes 

There are only 7 slides to the introduction (including the cover page and 2 slides for the exercise).  My preference is to talk through the introduction without even showing the slides but I will leave that to you.  The intent for the introduction is to set the stage, outline the topics to be covered (OVERVIEW slide), and discuss their role as supervisor from a L/MER perspective.  In particular, emphasize the point that as a supervisor not only are they expected to take action but also obligated to do so.  A good taking point to open with is a rhetorical question such as, “Many new supervisors are not sure of what they can and cannot say or do.  For example, can you tell your employee that the manner in which they talk to a coworker is rude and unprofessional?  Or that their comments in a meeting may have been perceived as offensive? Certainly you can.  In fact, not only are you expected to, but also it is your obligation to do so.  In this module we will cover what you can and can not say.  We also will discuss the appropriate manner and approach to how you should handle your interaction”.

Slide 1 –COVER PAGE.

Slide 2 – OVERVIEW: Outlines the topics and sequence of presentation.  Briefly describe each topic.

Slide 3 – YOUR ROLE AS A SUPERVISOR (responsibilities): Identifies four responsibilities that are critical for success as a supervisor.  You may want to briefly point out the importance of each.


--Communicate….as the supervisor, it is you who informs your staff about what their employment requirements are and what behavior (conduct) and performance you expect.


--Maintain….as the supervisor you set the tone as well as the “working atmosphere” in your unit.  It is up to you to make sure your staff are working well together – in good times and bad (sound familiar…?).


--Motivate…often forgotten but so important.  Emphasize that opening a can of whoopass may not be the best approach.  This is also your opportunity to talk about the importance of supervisory philosophy and style.


--Correct…the hard part but somebody has to do it.  In fact, it is your job to intervene when employees go wrong.  Remind them that the “whoopass” approach may not be the best (at least not yet…….).

Slide 4 - YOUR ROLE AS A SUPERVISOR (guidelines): Explain that the merit principals and prohibited personnel practices provide a general legal framework for supervisory conduct.  Let them know that in adverse situations MSPB holds them to a higher standard if they screw up but also assumes a higher level of credibility of the supervisor’s word.

Slide 5 – A little philosophy to end the introduction if you like.  Basically, in the big scheme of things (the organization), it is important for the supervisor to build partnerships with a wide variety of areas (HR, legal, resource management, security, other unit chiefs, etc.).

Slide 6 & 7 – Exercise:  You’re the Supervisor.  The instructions are to read each sentence and indicate if the supervisor is acting appropriately by answering yes or no.  Basically, it is to get them thinking about their new role as a supervisor and that they no longer can act as “one of group”.  Many new supervisors –especially those promoted in the same branch – have a difficult time imposing their new role onto the employees they used to work with.
Module: Performance Management

Allotted time: 1 hour and 45 min (teaching time = 95 min; break = 10 min)

Opening Remarks: State that when most think of performance management, they think only about the rating or appraisal stage.  It’s actually much more then that.   Proper understanding and application of the performance management concepts lays the foundation for effective human resource practices.

	5 min
	Briefly review the learning objectives for the performance management lesson.  State that you also will be covering the TAPES system 

Definition – point out two important words in the definition: process and link (highlighted in red). Show the performance management definition and explain that it is a process – ongoing and continuous. Linkage is covered in slide 4.  Point out several of the linkages from the slide (i.e. WIGIs depend on successful performance).

Process – use this slide to transition to the meat of this segment. Say that over the next hour you will talk about the various stages.  Express that PM is a process and many only think of the Appraising stage and pay little attention to the other stages.  PM is the critical foundation for successful supervision.
	Slide 1,2

Slide 3,4

Slide 5



	5 min
	Planning stage – this is the stage where the supv reviews documents (JD, performance standards, etc.) to make sure employee functions/goals are in align with mission goals. Briefly explain the performance planning process. 

Note on slide: talk about the supervisory folder.  Ask, do any of you have a supv folder?  A secret file? (smile).  What can you put in?  not put in?  Can your employee’s see your file?  Have a discussion about the supv folder and the purpose of the folder.


	Slide 6

	5 min
	Monitoring stage – focus on the importance of having an initial counseling session with each of their employees. Remember, these are new supervisors so one of the first things they should do is meet with each of their employees to discuss expectations and job performance.  You might ask the class how many of them have done this. One way of doing this is by posing a question to the class: What would you cover in an initial planning meeting with an employee?


	Slide 7

	20 min

5 min
	Appraisal stage – focus on conducting the appraisal counseling session.  Explain that TAPES will be covered shortly in more detail. Contrast the initial meeting with the appraisal discussion that occurs at the end of the rating period (or in the middle as mid-term feedback).

Exercise: allow the class 10 minutes to read the 4 situations and write down their responses.  Then take about 10 minutes discussing. 

Hand out school answers.

Briefly discuss the difficulty in evaluating performance and the supervisory challenge of developing employees.  It’s not easy telling someone they are not up to par; especially those with a bad attitude.

Developing stage: briefly discuss slide.  Tell them that the HRD module covered this topic.


	Slide 8

Exercise

Slide 9-14

Slide 15

Slide 16

	10 min
	Rewarding stage – transition to this stage by talking to slide 17.  Explaining the wide reward options available.  Briefly discuss award slides.  Notice the two new awards in response to 9-11.
	Slide 17-26

	15 min
	TAPES. State that until NSPS is officially deployed, it is important to review TAPES: Total Army Performance Evaluation System.  Cover:

· Purpose of Tapes

· Two Systems, Base & Senior

· Appraisal Periods for Base & Senior

· Key Points


	Slide 27-37



	30 min
	TAPES exercise.  Refer class to handout or to exercise in their binder (Case Studies: TAPES). Assign all the cases to each group but tell each group which case(s) they will be responsible for presenting.  Tell them they will have about 20 minutes to complete.

Note:  Participants need AR 690-400 to complete the exercise.  Copy is in the binder filed with the exercise.  Debrief Exercise.  Allow each group 5 minutes to present their findings.  Then distribute school solution.
	Slide 38 Exercise & 

AR 690-400

Handout

School

Answers

	
	
	


Module:  Attendance and Leave 

Allotted time: 2 hrs (Teaching time: 105 min, Break time: 15 min)

Possible openings:


--What do you think, from the employees’ perspective, is their most coveted benefit?


--What area, do you think, accounts for the most supervisory-employee issues and results in the highest percentage of disciplinary actions? (Leave related offenses – tardiness, absence, AWOL,…)


--Briefly verbalize that what may seem like a very straightforward subject (leave), is really quite complicated and misunderstood.


--Remember when sick leave was sick leave – just for personal use?  

	Time
	Activity/Lesson
	Cues

	5 min
	Go over the objectives.

Emphasize the important role attendance and leave plays in the life of an organization. State that employees take leave for legitimate reasons such as vacations, family time, life outside work and also to take care of important business as caring for sick children and elderly parents

Explain that employees and supervisors have responsibilities.  Not just one or the other but both.  Point out that MSPB has consistently ruled that coming to work is expected and essential for the mission accomplishment (efficiency of the service).
	Slide 1,2

Slide 3

Slide 4,5

	10 min
	The purpose of this slide is to show the range of programs and options.  Go through each of the leave categories, but avoid lengthy discussions—tell participants there will be a case study exercise at the end of this module and the class will discuss the leave issues at that time.

The purpose of the next several slides is to make sure the supervisors understand the fundamentals about AL, LWOP, AWOL and excused leave.  Not all supervisors realize LWOP is discretionary and does not have to be approved.

Make sure to cover “59 minutes” here (excused leave).  Explain the supervisor’s discretion with 59 minutes.


	Slide 6

Slides 7-12

	15 –20 min
	Briefly review the leave requesting rules.  Then as a class discuss the following four scenarios.

Ask a participant to read the senario and provide a response.  Do that for each of the three scenarios.
	Slide 13

Slides14-17

Exercise

	5 min
	Transition slide.  You can use a rethorical question like: “remember when sick leave was simple?  There was only one category of sick leave and that was for personal medical needs”.  Then talk about how sick leave rules have become more complicated then they used to be.  Give a quick overview and what you will be covering over the next several slides.


	Slide 18



	15 min


	Start by outlining the SL requesting procedures then get into the various types of SL (personal, family member, and family member with a  serious heath condition).

Briefly alert them to SL for adoption and bone marrow just so they are aware of them.
	Slides 19-29

	15 min
	The next several slides all deal with the FMLA.
	Slides 30-39

	30 min
	Leave Exercises: There are 7 cases here.  Use your judgment considering the time.  One option is to assign 2-3 cases per group. Then discuss as a class.
	Slide 40-46

Exercise

	30 minutes
	Briefly present the remaining slides then show video “Controlling Absenteeism.”


	Slides 47-52 and Video


Module: Taking Corrective Action: Dealing with the Problem Employee

Allotted time: 4 hr and 40 min (teaching time = 260 min; break = 20 min)

Possible opening remarks:


--Now is the time to get into what you have been waiting for; that is how do you deal with that problem employee.  You know the one I’m talking about – always late, disrupts the office, performance issues”, etc..


--Explain what this segment will cover: (1) dealing with misconduct, (2) dealing with medical issues, (3) dealing with performance issues, and (4) grievance and appeals.
	
	
	

	5 min
	Briefly review objectives.

Problem Employees Impact Productivity
	Slide 1,2,3

Slide 4

	15 min
	Before Resorting to Corrective Action – before initiating action, there are several points to consider.  

The next few slides will point these out:

--Access Your Problem Employee.  Figure out what the problem is.  Knowledge (new knowledge required from new mission/duty); Aptitude (can’t do); System problem (organizational barriers); and Attitude (won’t do).

Talk about conduct vs. performance.  Go over all the differences.
	Slide 5

Slide 6



	15 min
	Exercise:  Distinguishing between conduct & performance.  Allow the class 5 min to answer questions, then 5 min to discuss as a group.  Hand out school answers.
	Slide 7-8

Exercise

	5 min
	--Confront the Problem Early.  Briefly cover the importance of addressing the issue early on. Make sure to mention that it is the supervisor’s responsibility to intervene when problems arise.  It may be important because it impacts other employees.

--Monitor the Situation.  Talk about the importance of communication.  Go over the Do’s and Don’ts.
	Slide 9

Slide 10


	10 min
	Taking Disciplinary Action.  Explain the purpose.

Legal/Regulatory basis.  Explain that in MER/Labor its not always black and white.  A lot of gray to deal with and make judgments about 

Define misconduct.  Then pose question to class:

What are causes of misconduct? Acknowledge responses. Then show next slide with typical causes.

Continue with an explanation of the key principles:

· Progressive Discipline

· Timely Discipline

· Reasonable Discipline

· Consistent Discipline

· Non-discriminatory Discipline

Discuss the difference between informal and formal actions.  Especially in terms of due process.

Explain “written reprimand”.

Address principles of “efficiency of the service” and “nexus”.   Nexus is especially important when considering off-duty conduct.


	Slide 11

Slide 12

Slide 13

Slide 14,15

Slide 16

Slide 17

Slide 18



	15 min
	Pause 5 minutes for class to read the 10 cases, assign 2 cases to each table group. 

Then quickly ask each group whether the “nexus” requirement is met or not met in each case.

Distribute School solution.
	Slide 19-21

Handout: Nexus or not?

School Answer

	10 min
	Framing charges.  Explain why this is important.  Use such examples as threats, insubordination, falsification, sexual harassment to demonstrate that certain charges have criteria that must be meet in order to support the charge.  It may be better to say “rude comments” rather then sexual harassment.

Taking the action.  Briefly outline the steps involved in taking disciplinary action.


	Slide 22

Slide 23



	15 min
	Investigation. The next several slides all deal with conducting an investigation.  This is a critical part of the supervisor’s role and in building a good, strong case.
	Slide 24-28



	15 min
	Determine if Disciplinary Action is Appropriate.  

Determine the Penalty. The Douglas Factors and Table of Penalties should be considered.  Explain the Douglas Factors.

Continue to explain briefly the rest of the conduct management process: proposed action, consideration of reply, and decision
	Slide 29-38

	
	Medical Issues in the Workplace.  Transitional slide.
	Slide 39

	30 min
	This slide lays out some of the main points concerning reasonable accommodation.  Spend seveal minutes atalking about reasonable accommodation and what it means.

Exercise: Disability and Reasonable Accommodation.  Have the participants read the 6 cases and then discuss.  Allow about 15 minutes for group work.  The exercise sheet includes the instructions.


	Slide 40

Slide 46-52

Exercise



	20 min
	Talk to the remaining slides before moving onto Dealing with Performance Issues.


	Slides 53-59

	30 min
	Dealing With Performance Issues. Explain the process for performance based actions.


	Slide 60-77

	45-60 min
	Exercise.  There are seven case studies that cover the topics discussed.  Allow about 30 minutes for group work.  Depending on the time, make case assignments, making sure the different cases are covered.  For example, you may have each group work 1 or 2 cases.  Just make sure one group covers the conduct case, another group a medical case and another group a performance case.


	Slide 78-86

Exercise

	15 min
	Grievance and Appeals.  Briefly outline the slides.
	Slide 87-98




Module: Labor Relations

Allotted time: 1 hour (no break)
	
	Labor Relations. Introduce this lesson by pointing out the key objectives.  Pose question:  

Who is covered by the Labor Relations Stature?
Acknowledge responses and put them on the easel.  

Employee Rights. Employees have the right to join or not join a union.  

Unions have rights, too.  A key right is to be present during “formal discussions”.  

Mention union responsibilities.

Take time to discuss offiicial time.  Provide examples of when official time is appropriate and not appropriate

Management Rights:  provide examples.

Discuss past practice and workplace changes.

Explain “formal discussions” in greater detail and contrast them with counseling sessions or impromptu meetings.

The Weingarten Right was mentioned earlier in the course, but it is a right of the employee, not the union.  The employee must invoke the right, and it only applies if certain criteria are met.

Exercise: There are 10 scenarios.  Allow the participants about 10 minutes to work on the exercise then discuss as a group. 

Define ULPs and point out that either Management or Labor could violate the bilateral contract.

Close the lesson by explaining the role of arbitration and 3rd parties.
	Slides 1,2,3

Easel

Slide 4

Slide 5

Slide 6

Slide 7

Slide 8

Slide 9

Slide 10-13

Slide 14-18

Slide 19-22

Exercise

Slide 23-27

Slide 28-30


