On-site Supervision: Attitude and Communication Module

on-site supervision: attitude and communication 

	Purpose:
	To provide an understanding of the importance of a positive attitude and effective communication during on-site supervision visits


	Learning objectives:
	At the end of this module, participants will be able to:

· List the characteristics of an “ideal” supervisor
· Describe a process for planning and conducting the on-site supervision visit as a collaborative and supportive activity


	Content Outline:
	· Characteristics of an ideal supervisor
· Planning and conducting the on-site supervision
· Key messages



	Handout and exercises:
	None

	Appendix:
	None


 Characteristics of an ideal supervisor
Ideally, on-site supervision is an ongoing, regular, systematic educational and motivational process which contributes to the development of the knowledge, skills and competency of the laboratory staff as well as to the establishment of a positive and responsive attitude toward their work. This activity both identifies and solves problems. On-site supervision includes observation, coordination, evaluation, training, motivation, correction, feedback and follow-up. The supervisor should have enough time and capacity to make regular on-site visits. Therefore, to meet all these challenges, the supervisor should:

· have an excellent understanding of the key operational and technical elements of AFB smear microscopy;
· have the appropriate level of experience to recognize unusual situations and distinguish priorities;
· facilitate quality improvement by providing constructive on-the-spot problem solving and suggestions for corrective action when needed;
· have managerial and leadership skills; 

· have a commitment to perform his/her job assignments effectively and efficiently; 
· exhibit good interpersonal communication skills and a positive attitude.
Good supervisors demonstrate many of the same skills and features of good teachers, counselors and consultants. They respect all levels of laboratory personnel as developing professionals and individual and cultural differences are treated respectfully.  Good supervisors should have a clear understanding of their own strengths and weaknesses and their limitations as a supervisor. They should be comfortable with their designated authority, and be capable of discussing deficiencies effectively to improve the quality of testing, communicating how laboratory errors impact the health of individuals and the public at large. Above all, supervisors must never forget that the on-site supervision is NOT A PUNITIVE ACTION but a collaborative and supportive activity. 
When a new supervisor is assigned to perform on site supervision, it is important to clarify his/her role and the objectives of the visit.  New supervisors should be prepared for the added pressure and increased workload, especially during the early period of his/her assignment.
Supervisors should make every effort to develop their professional competence through continuing education activities, self-education and feedback from their laboratory staff and colleagues. It is important to avoid the appearance of being too busy, uninterested in the staff, or of lacking the required knowledge and personal traits to provide effective feedback.
Planning and conducting the on-site supervision
The supervisor should treat the assignment to conduct on-site supervision with the highest possible regard for the responsibility. The supervisor must possess strong technical, interpersonal and managerial skills, and be capable of communicating clearly, managing time efficiently, and resolving problems collaboratively and decisively. These skills help the supervisor to properly plan the visit and conduct it in a structured manner. 
Once the process for selecting the supervisor, the dates and the intended scope of the visit are completed, it is important to inform the peripheral laboratory staff of the planned visit in advance. This advance communication will help to reduce suspicion and anxiety about the intent of the visit and ensure that the relevant staff will be in attendance. On-site supervision should be seen by peripheral staff as a standard component of modern laboratory management.
Upon arrival at the site, the supervisor and other team members should meet with health officials (the director of the health care unit or hospital) if appropriate
 to introduce the team members and explain the purpose of the visit. Upon arrival in the laboratory, it is also necessary to inform the laboratory workers of the purpose and scope of the supervision visit, and introduce the persons who will conduct the assessment. All persons involved in the supervision visit should act in a professional manner, and treat all the laboratory staff in a polite and courteous manner.  Supervisors should engage in active listening, which is simply concentrating on what the other person is saying and letting him or her know that you have heard what was said. In active listening, avoid interrupting the speaker – this will reduce the effectiveness of communication. Supervisors should demonstrate a friendly attitude as this helps to create a team.  While it may be an advantage initially if the supervisor knows the technicians personally, it is necessary to avoid falling into familiarity, as this may hinder the ability to deal with the personnel if there is a need for disciplinary action. The supervisor should be direct in giving instructions and discussing deficiencies.  Although negative findings are the most important to identify, the staff should also be informed of all positive observations. The supervisor should never forget to emphasize the progress the laboratory has made since the last visit or over the past performance period (usually a quarter or year). 
The supervisor should be a positive thinker and promote positive thinking among the laboratory staff. Positive thinking means focusing on how things can be improved and not on reasons they cannot be done. When a deficiency is identified, the supervisor should engage the staff in collaborative problem solving whenever possible. To address difficult tasks that are important for quality improvement, all staff can be involved in finding and supporting an innovative approach to problem solving, and mobilizing the internal and external resources to achieve the desired result. While looking for appropriate corrective actions, the supervisor should consider personal issues and be aware that people are motivated in different ways. 
At the end of the supervision a written report should be prepared and discussed with the local staff.  The report can be incorporated into the checklist; it does not have to be an extensive or wordy document. It should clearly state all findings and, if needed, include suggestions for corrective actions and recommendations for scheduling follow-up visits. The report/checklist should be signed by the supervisor and the supervisee. The report must not be written in the laboratory register. One copy of the report/checklist should be kept by the peripheral laboratory visited. If, due to special circumstances, a written report is not provided at the end of the visit, the supervisor should conduct a debriefing that summarizes the findings of the visit, explains any recommended actions, and defines when a report will be provided.
Upon completion of the visit, it is recommended that the supervisor (and team) meet again with the NTP regional/district coordinator and local health officials, when appropriate, to inform them about the results of the visit and the main findings (both positive and negative), as well as resources necessary to support improvements and problem solving.  A copy of the report/checklist should be provided, noting where the personnel have agreed to the suggested corrective actions.  The supervisor should be consistent in explaining that the supervision is not intended to result in punishment of individual laboratory workers.  Laboratory staff should feel confident that the supervisor will communicate the problems, solutions and ideas of the workers to higher up. 
Key messages
· Effective supervisors need a combination of strong technical, interpersonal, communication and managerial skills.
· The on-site supervision visit should promote high levels of respect and collaboration among laboratory workers in peripheral centers, supervisors at intermediate and central levels, NRL and NTP managers.
· The on-site supervision should be perceived by all parties as an activity which is intended to provide consultant support and find solutions to problems through constructive problem solving.  It is not intended to gather evidence to be used in punitive action against individual laboratory workers.[image: image1.png]



� NOTE: meetings with health officials will not be possible everywhere, therefore, country customization is needed.
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