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Chapter 1
Put on Your Manager'sHat

Congratulations on your promotion! It's exciting, challenging, and perhaps a bit unsettling. Even
though you've dreamed about and worked toward it for along time, knowing that you've reached a
higher rung on your personal success ladder naturally brings atouch of anxiety.

A New Point of View

It's a big step up to the management level, and you may feel alittle uncomfortable at first. Keep in
mind, though, that culture shock hits everybody the first time he or she is promoted into supervision,
so you're not the Lone Ranger. People grow only by being challenged, and every manager who ever
lived has felt like you do now, thought many of the same thoughts and shared many of the same
concerns.

There's more good news, too. Someone believed you were qualified to handle this promotion.
Someone had enough confidence in your judgment to grant you this opportunity to stretch your
wings and reach beyond your former rank-and-file job. Somebody believed in you at least as much
asyou believe in yourself. So rest assured that you didn't get where you are today by accident. Y ou
were most likely rewarded for the self-motivation, performance, and determination you displayed as
amajor contributor to the success of your organization.

So while you're thinking about your newfound responsibilities and the changes you'll experiencein
the days and weeks to come,
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remember to celebrate the likely fact that you deserved your promotion Y ou've earned this new
opportunity! If that weren't true, you wouldn't have it.

The Roles of a Manager

Management authority Henry Mintzberg has identified ten potential roles that you'll be called on to
play and placed them into three general categories. See Figure 1-1.
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Figure 1-1
The roles of a manager.

I nterpersonal Roles

Rolesthat relate to your relationships with others are considered interpersonal roles. They arise
directly from your formal position and authority.

- Figurehead. Managers are the heads of their own divisions, departments, or sections, and this
means they must routinely perform certain ceremonial duties. For example, they may be required to
conduct tours of their facilities, speak to service clubs and civic organizations, and attend
employees retirement dinners.

- Leader. Managers are expected to create and maintain a positive and productive work environment
for themselves and their employees. They play this role by attempting to improve employees
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performance, reduce conflict, provide feedback on performance, and encourage their employees
growth and development. This leadership role will be explored further in Chapter 4.

- Liaison. Managers interact with many other people besides their superiors and team members.
These people include peer-level managers and employees in other departments, staff specialists, and
external parties such as customers, suppliers, and representatives of government agencies.

I nformational Roles

Managers often have more information than their employees, which is partly because of their
network of contacts inside and outside the organization. Informational roles relate to using and
disseminating information.

- Monitor. Managers must constantly monitor the work environment to know what's going on. They
collect information both by asking questions and by taking note of unsolicited information that
comes to them through formal means (such as meetings, memos, and reports) and informal means
(the grapevine, rumor, and other unofficial sources).

- Disseminator . Managers act as disseminators when they relay information to their employees that
the employees may not receive by other means.

- Spokesperson. Managers are expected to speak for their work unit to people outside the work
group. These people may include higher managers, peersin other departments, and various parties
outside the organization.

Decisional Roles

Part of amanager's job is making choices. Managers may make decisions themselves (sometimes
with input from others) or influence the decisions of othersin the following roles.

- Entrepreneur. Managers play an entrepreneur's role when they are exposed to new ideas and
techniques that could improve their work group's productivity or efficiency. The entrepreneurid
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role requires managers to initiate activities that will encourage their employees to use these new
Ideas and techniques to maximum advantage.

- Disturbance handler. When equipment breakdowns, strikes, scheduling problems, and other
unpleasant surprises occur, managers are expected to develop effective solutions and keep their
work groups moving forward.

- Resource allocator. Managers typically are responsible for deciding how scarce resources such as
money, materials, time, and equipment will be distributed among the members of their work group.

- Negotiator. Managers often spend a good part of their time negotiating contracts with suppliers and
bargaining with their peersin Godfather fashion for limited resources. This negotiator role demands
that they have both the information and the authority to play it successfully.

Management Skills

Managers who hope to play the above roles effectively must also develop three types of skills:
technical, human relations, and conceptual.

Technical Skills

Skills that are considered technical enable managers to use the processes, practices, techniques, and
tools of the specific areathat they supervise. For example, a manager who supervises accountants
must know accounting. Although managers don't have to be hands-on technical experts (some fields,
especially in high technology, change so fast that this becomes impossible), they must have enough
technical savvy to direct employees, organize the work, communicate their work group's needs to
others, and solve problems.

Human Relations Skill<s

Managers with sound human relations skills are able to interact and communicate with other people
successfully. They understand, work compatibly with, and relate to both individuals and groups.
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Conceptual Skills

Some skills enable a manager to view the organization as a whole and understand how its various
parts relate to and depend on one another. Such conceptual skills deal with ideas, abstract
relationships, and the ability to visualize how all parts of an organization might be reorganized to
function more productively or at alower cost. These skills enable a manager to see both the forest
and the trees and to grasp the impact that his or her actions will have on other parts of the
organization. See Figure 1-2.
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Relative amounts of skill used at each level of the management

hierarchy.

The importance of each of these skills varies according to management level. For example, technical
skills are critical for first-line managers, but they become less important as a manager is promoted
up the ladder. Human relations skills are important at every level, but especialy so for first-line
managers because of the many different people they must deal with both above and below them.
Although conceptual skills are least important for first-line managers, they become extremely
important for those who advance to higher levels. Top managers are deeply involved with broad-
based, long-range decisions that affect the entire organization. Indeed, managers who don't develop
these conceptual skillswill probably not advance very high. Their limited perspective will retard
their success.

Changing Your Viewpoint

You'll be challenged not only to feel comfortable in your new role but also to alter your view toward
your work and your organization. More specifically, new managers must train themselves to:
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- Define and solve problems and approach opportunities from management's side of the desk.

- Broaden their perspective to see the "big picture” asit's relayed and projected from higher
management.

- Balance feelings of loyalty to their employees with loyalty to their supervisors, whichisa
responsibility that comes with the territory of management, no matter what level you're on.

Communicating Up the Ladder

Before you entered management, you may have worried mostly about understanding your boss's
directives and carrying them out to the best of your ability. Now you must become a pipeline for
communication that flows both up and down. Y our employees will expect you to relay their ideas,
concerns, and problems to managers above you; represent them clearly and fairly; and generally "be
agood boss' (which each of your employees may define differently, but more on that later). Y ou
must also communicate information from your level that hel ps managers above you plan, organize,
direct, and control the activities of al the departments within the organization.

But as a supervisor, you must also acknowledge, relay, and implement the goals and plans of
managers above you through the people who work for you. This means you must reconcile demands
and expectations that may conflict or operate at cross-purposes. This, too, is part and parcel of every
manager's job.

Coping with Managing Former Peers

The odds are that several coworkers were also considered for your promotion, but you walked away
with the prize. Don't be surprised if they express jealousy or resentment. The same qualities that
earned you your job should serve you well here, however. Insulate yourself against petty complaints,
backbiting, or gripes from coleagues who were passed over. Be objective, be fair, and be focused on
making the most of your new career opportunity and confirming higher management's opinion that
you were indeed the best candidate for the job.
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In addition to deflecting former peers resentment, you must resist their attempts to manipulate you,
compromise your performance standards, or otherwise bend the rules "for old time's sake." You'll be
challenged to be fair but firm, and do what's best for the entire organization and for the management
team of which you're now a part. This doesn't mean you should become aloof or withdrawn or
appear to let your promotion go to your head. It does mean, however, that you're no longer "one of
the guys.”

And if You're Not Managing Former Peers?

If you're supervising employees whom you haven't worked with before, go out and talk to them—
more important, listen to them—about the nature of their jobs, the overall state of your department,
and any specia concerns they may have.

Listening doesn't cost; it pays. Managers who ask for advice or opinions demonstrate wisdom by
admitting that they don't have all the answers. Moreover, your team members will be more willing
to overlook your mistakesif you give them afair audience and respect their opinions from the first

day.

Consider meeting members of a new group on their own turf. They'll speak more candidly and
comfortably than if they are "summoned" to your desk or cubicle. Sound out their feelings about
work problems, their suggestions for improvements, and their opinions about such matters as work
layout, equipment, training, and other issues that you may need to deal with once you've settled into
your job.

Y ou may want to review your employees personnel files before you meet them to get a sense of
their background, experience, previous assignments, and special skills. You'll aso learn persona
datathat may help you establish rapport with them more easily.

Above all, reserve judgment on a new group of employees until after you've seen them from several
sides and worked with them for several weeks.

Use For mer Bosses as Guides

Invest some time evaluating and reflecting on traits that helped your previous bosses succeed and
those that may have held them back. This

whboy®
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may produce one of the best lists of do's and don'ts you'll ever find. Ask yoursalf questions such as:

- How well did they communicate with others? What specific things did they do with regard to
giving instructions, listening, asking and answering questions, disciplining, announcing bad news,
following up, and the like that worked especially well (or not so well)?

- How did they handle crises and react to bad news?

- Which ones were exceptionally good at motivating their team members? What did they do that
made this so?

- Which former managers were especially savvy about managing their time? What principles and
practices did they use to help them do so?

- What record-keeping techniques did they use that you can adapt in your present job?

- How did your more successful bosses handle employee grievances and morale problems? What can
you learn from your experience with them?

- What specific measures did they take to develop themselves and the people who worked for them?
Which of these measures can you apply?

Thisisn't to imply, of course, that you should make yourself a clone or a composite of the best
bosses you've had. Just the contrary. Y ou bring your own unique personality, viewpoint,
background, and experience to your new job, and given enough time and effort, you may become an
even more effective manager than the best supervisor you've ever had.

Be prepared to employ your own methods, test your own ideas, and leave your own unique mark on
your job and the organization. In addition, appreciate the fact that there's no "best" way to supervise
people. Changing management styles, employee diversity, and new trends and developmentsin
management thought combine to make you a pioneer of sorts. Y our former supervisors may not
have had the benefit of the tools, skills, talents, and information that you now have access to.
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What Qualities Do People Respect Most in a Super visor ?

This question has no concise answer. One management professor and business writer asked
hundreds of employees about the qualities they most respected in a boss; here are two dozen
answers that he heard most often. Use them as a hip-pocket guide to help you succeed.

A good supervisor:

1. Keeps up-to-date on situations that affect future projects.
2. Maintains a positive attitude.

3. Has sound oral and written communications skills.

4. Explains actions and decisions that affect employees.

5. Doesn't play favorites.

6. Delegates authority and creates depth in management by allowing employees to do some of hisor
her job.

7. Is specific when giving instructions about delegated assignments.

8. Gives employees incentives to improve their job knowledge and efficiency.
9. Cross-trains employees so they can cover each other's absences.

10. Gives praise for work well done, and compliments as well as criticizes.
11. Isaware of problems that employees are having with each other.

12. Asks questions frequently, and is a concerned and active listener.

13. Organizes work schedules and assignments as effectively as possible.

14. Displays a professional attitude toward the work and employees.
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15. Shows a human side; isn't compelled to act like "the boss' all the time.

16. Works with lower-level employees occasionally to understand what they do.
17. Takestime to listen to new idesas.

18. Pays attention to broader problems; avoids nit-picking.

19. Keeps people informed about changes.

20. Discusses problems with subordinates as soon as possible instead of |etting things reach a
boiling point.

21. Expresses feelings honestly.
22. Attempts to know each employee as an individual.
23. Uses new strategies that will make the organization more productive and competitive.

24. Shows confidence in subordinates.
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Chapter 2
Manage Your Time

Managing your time effectively helps you prevent or minimize many problems and distractions that
would otherwise interrupt your work. This chapter describes time management techniques that you
should apply as soon as possible in your new job.

Organize Your Paperwork ASAF

Many new managers almost immediately either get bogged down in paperwork and ignore their
team members or spend so much time with employees that they let their paperwork slide. One of the
first thingsto do, then, isto develop some ground rules for handling the blizzard of paperwork that
crosses your desk. More specifically, you need to:

- Set quidelines for sorting, prioritizing, and answering all the mail that you receive.

- Handle each document only once if possible. Don't |et correspondence stack up. Robert Townsend,
author of Up the Organization and the manager who made Avis one of the world's most successful
auto-rental companies, liked to read his mail while standing over a wastebasket, which made it
easier to discard marginal items. If something needed areply, he wrote his answer on the original,
made a copy for hisfiles (but only if absolutely necessary), and sent it back to the
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originator. Townsend claimed he could answer severa dozen letters during a morning with this
approach.

- Write standard or boilerplate phrases, sentences, and paragraphs that you can use in routine
memos, letters, and reports. The time you invest now to develop this uniform correspondence will
pay off impressively later. Instead of writing the same replies over and over, you can call up these
prefabricated items on your personal computer (or retrieve them from a hard-copy file) whenever
you need them.

- Make charts, time lines, or other visual aidsto track and display the deadlines and status of reports,
projects, and rush jobs.

- Categorize the regular correspondence you send and receive, and create afile folder for each
category. Resist creating a"miscellaneous’ file; it can grow into a monster. If you must have a
generdl file, discard irrelevant items periodically and make new filing categories and folders for
documents that should be filed separately.

- Purge lengthy reports from your files as soon as possible to make room for new ones. Don't hoard
old copies of updated reports or those that are obsol ete.

These actions will keep your in-basket molehill from growing into a mountain.
Basic Time-Saving Tips

In addition to slaying the paperwork dragon, you can keep track of items that need future attention,
minimize external interruptions, organize your physical work area, and account for how you use the
hoursin your day. Here are some technigues.

Keep a Bring-Up File

A bring-up file ensures that important items will surface again on the date when action is needed. "A
bring-up file is one of the most valuable time-management suggestions | ever heard,” says one
business professor and freelance management writer. "1 picked up the idea from John, an old-timer |
worked with in my first management job. He had a collapsible file folder with pockets numbered
from 1

whboy®



Document Page 1 of 1

Page 13

through 31 in his bottom desk drawer, and he filed items that needed follow-up according to their
action date. He checked his folder every morning for items he needed to work on that day. | never
saw him overlook or misplace asingle item in two years."

Organize Your Desk and Work Area for Maximum Efficiency

Place your file cabinets, wastebasket, reference books, and other frequently used items within arm's
length, if possible. If you have a cubicle or office, position your desk out of sight of passersby to
discourage idle conversation and drop-in visitors.

Use Your Computer Effectively
When it comes to managing time, your computer isyour best ally. Make it earn its keep:

- Save as much correspondence as possible on disk to reduce the space, equipment, and retrieval
time consumed by hard-copy files.

- Consider using color-coded disks for each project, and group them together so you can find the one
you're looking for at a glance.

- Set up subdirectories on your hard drive for regular correspondence and projects so you can
retrieve data without scrolling through dozens of general files.

- Erase or archive unnecessary backup files or those that you haven't used for several weeks.
- Defragment your hard drive periodically to maximize its efficiency and minimize wear and tear.

- Record the phone and fax number and e-mail address of regular correspondents in your
computerized address book. Y ou can also insert these items as nonprinting comments in letters and
memaos so they'll be visible on the screen when you open afile.

- Write and save macros for routine formatting operations such as page dating and numbering,
setting margins, and inserting standard page headers and type fonts.
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Keep a Time Log in a Pocket Notebook

A timelog helps you analyze how and where you spend your time, and how it might be spent more
efficiently. Note the nature of what you're doing every hour or two for several days so you can
identify activities that eat up most of your time ("met with maintenance crew," "supervisors
meeting,” "returned phone calls,” "wrote/read correspondence,” "set up overtime schedule,”
"rescheduled Owens job," "prepared budget,” "ordered materials,” etc.).

Examine and categorize the contents of thistime log realistically by asking the following thirteen
questions:

1. Isthisaunigue or one-time activity, or something that | have to deal with fairly often?
2. Could | do thistask less often than I'm doing it now~
3. Which activities could | combine or consolidate somehow to save time?

4. Which tasks are interconnected or related in domino fashion, so that completing one of them
automatically helps me finish other ones faster or more efficiently?

5. Which activities are so routine, smple, or by-the-book that they could be delegated to one or
more people who report to me?

6. Which tasks should be done by a secretary?
7. How could this job be done faster without affecting its quality?

8. Which interruptions or crises could have been avoided or postponed until later in the day or
week?

9. Could I have handled this job faster or easier using a different approach, such as atelephone call,
e-mail, fax, or memo, or by simply referring to the policy manual

10. Do | really have to do this chore, or am | doing it out of compulsion, force of habit, ritual, or an
unwillingness to delegate?
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11. Should thiswork be part of someone else's job description?

12. Am | using al the available technology (such as my personal computer and all of its existing
programs and features) as effectively as possible to streamline and simplify each of these tasks?

13. Isthistask so unlikely to come up again that | could disregard it”

Once you've categorized your most time-consuming tasks (which typically involve paperwork,
meetings, scheduling, questions from subordinates, and filling out forms), pinpoint (1) those that
you can do more efficiently, (2) those that should be delegated to the people who work for you, and
(3) those that you can cluster together and work on all at once because they're complementary. For
example, you can do both correspondence and tel ephone work at your desk, as opposed to tasks that
require you to get out on the floor and meet with others.

It's up to you, of course, to overcome inertia. Nobody else can do it for you. Make a clean break
with the obsolete or inefficient work practices you've identified by answering the above questions.
It's possible that some of these activities have held you hostage for months or even years without
your realizing it. It's time to acknowledge that now and improve your work practices.

Use Fragmented Time Productively

Fragmented time is the five or ten minutes you might spend waiting for a meeting to start or anew
work shift to take over. Although it's tempting to disregard the value of these scattered chunks of
time, minutes add up to hours, and hoursadd up to . . . well, you know the rest.

If you use these scraps of time productively, their total value can be impressive. Fragmented time
can be good for such tasks as reflecting on current problems, mentally reviewing the status of rush
jobs, editing a memo or report, or roughing our next week's work schedule.

Manage Your Open-Door Palicy

Depending on the nature of your job, employees, and organization, an open door can be an invitation
to chaos. Although you can't afford
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to be aloof or inaccessible, you may need to manage your accessibility if you want to get anything
done.

There's no simple formula. Some managers like to set aside a specific time every day to meet with
employees who need information or advice. Other managers have a"hideout,” such as a vacant
office or remote cubicle, that they can retreat to when they need to concentrate on an assignment
without being interrupted. If neither of these ideas works for you, consider keeping your door
partially closed (if you have an office) so people have to make a deliberate effort to interrupt you.

But what if you don't have an office? Make note of important information that people tell you so you
can follow up later, after you've finished the task at hand. Also delegate as much authority as
possible (more on thisin Chapter 7) so subordinates can make routine, simple decisions without
having to interrupt you. In addition, make it a habit to ask your employees to propose solutions to
the problems they bring you instead of allowing them to dump their problemsin your lap and run.
Once word gets around that you expect to hear solutions as well as problems, your team members
should be more prone to think for themselves before coming to you for advice.

Manage Your Telephone Time

If you usually have lots of callsto return, organize your day so you can return most or all of them at
one sitting. If you need to stake out some quiet time, turn down the ringer or unplug the phone from
the jack, if possible. Use voice mail to screen calls at your desk, and decide which ones you should
take and which ones you'll return later.

Y ou can also convert the phone into an asset, of course. Substitute a phone call and voice mail for
face-to-face discussions with individual workers whenever possible, and use conference calls
instead of summoning everyone together for face-to-face meetings.

Master Effective Reading Techniques

The avalanche of in-house correspondence and management articles and books you'll encounter
demands that you hone your reading efficiency to arazor's edge. How can you stay abreast of all the
reading
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that piles up in your in-basket? Here's a four-stage process recommended by Dr. Phyllis Mindell,
based on her book Power Reading:

1. Scan The material and look for key words or phrases that relate to your job. If you find them or
believe you need more information from the document, go back and skim it.

2. Skim (which is basically speed reading) the material to get the gist of the contents. Note the
piece's structural or skeletal elements, such as the subject, title, subtitle, and subheadings. Skimming
helps you decide which items are important enough to preread.

3. Preread the items that survived scanning and skimming by underlining key words and phrasesin
the text. Read precisely; in paraphrasing what the writer said, you will lose some of the original
meaning. Pay special attention to the thesis statement or opening paragraph, the summary or
conclusion, and each paragraph’s topic sentence (which usually appearsfirst). Few items—perhaps
only one out of ten—deserve to advance to the fourth stage, which is deep reading.

4. Deep-read material by making margin notes, reflecting on the writer's message, searching for
details, and decoding complex sentences. Read critically and skeptically; compare the writer's
position with your own experience and the opinions other people have expressed on the subject. Jot
down your agreements, disagreements, comparisons, and other reactions in the margin. Dissect the
material as objectively as possible.

whboy®
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Chapter 3
Plan Your Day

Successful plans start with clear-cut goals; if you don't know where you're going, any road will take
you there.

Goals answer the question, "What do | really want to do?' Y ou must set your goals carefully
because they will form the foundation for your plans. Managers who set goals and plan effectively
have several key qualities:

- They are comfortable sitting down with their employees as ateam to discuss, clarify, and agree on
goals.

- They are patient when employees ask questions or act confused about what they're supposed to do.

- They enjoy "selling" employees on the individual and group benefits they'll receive from helping
their department carry out its plans and achieve its goals.

- They are comfortable allowing employees to work without excessive supervision and direction,
once goals have been set and plans are in place.

How can you tell whether your goals are sound? Look for the characteristics depicted in Figure 3-1.

- Realistic. Goals should be achievable using your present resources (people, money, materials,
eguipment, and time). "Decreasing postage expenses 20 percent next year by printing our catalog on
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Sound Goals |

]
Realiam I | Challenge I | Objectivity Flexibility

Figure 3-1
Characteristics of sound goals.

lightweight paper” is an example of arealistic goal because it could be accomplished without any
additional resources.

- Challenging. Although your goals must be redlistic, they should also challenge your capabilities
and those of the people who work for you. If not, you're all doomed to failure; if you don't grow,

you die. Goals that require personal and organizational growth insulate everyone against mediocrity.
No one ever found the route to success by maintaining the status quo. "Decreasing delivery expenses
15 percent by training driversto plot their daily routes on laptop computers' might be considered a
challenging goal.

- Objective. Goals that are expressed objectively leave no doubt about whether they've been reached.
Vague or subjective goals, on the other hand, make their achievement debatable and open to
opinion. The most objective goals are expressed numerically because quantified goals are inherently
objective. If you can't quantify agoal precisely, at least set a minimum target that you plan to hit—
for example, "Our department's goal is to reduce customer complaints by at least 10 percent next
quarter" or "We intend to cut rework and scrap by at least 15 percent this month."

- Flexible. Bewilling to revise your goalsif unforeseen circumstances arise. For example, a change
in competitors' strategies, economic conditions, supplies of available materials, or customers' buying
habits might cause managers to revise their production and sales goals partway through ayear. A
salesperson who says, "I'll increase sales 12 percent in my territory next year if competitive and
economic conditions don't change" has set aflexible goal. If conditionsimprove, the goal could be
raised; if they worsen, it could be lowered.



Document Page 1 of 1

Page 21

Because your resources are limited and you can't do everything at once, it'slikely that you'll have to
prioritize your goas. When doing this, consider the following three guidelines:

1. Sort your goals into short-term and long-term categories. Give short-term goals that have a major
impact on long-term goals a high priority. For example, if finishing short-term projects A, B, and C
will make long-term program D easier or cheaper to compl ete, it makes sense to move projects A
through C to the top of your priority list and throw your resources behind them.

2. Consider how your department's goal s affect the goals of managers at your level and above.
You'll want to give high priority to certain goals that, if not met, could pose problems for other
departments or jeopardize the completion of a major project. The production line at one auto plant
had to be shut down for almost an hour because employees ran out of left-hand taillights.

3. Take your boss's priorities into account. What does he or she need to accomplish and when?
Modifying your priorities to support those of your boss reinforces your image as ateam player and
strengthens your relationship with him or her.

Involve Your Team Members

Make your employees stakeholdersin your department's goals. Involving them in meeting the goals
you set makes them more likely to support those goals as a team instead of as a collection of
individuals.

Take, for instance, the retired executive who bought a donut shop. "1 had $5,000 to spend on
improvements,” he said, "and it would have been easy to walk in and tell my employees what |
thought we should buy. But | thought, 'Why not let them decide? After al, they had to work there
al day. So | told them how much | could afford to spend and said, 'Spend it however you want. Just
make sure that what you do makes life easier, faster, or better for yourselves or our customers.™

His workers grabbed the ball and ran with it. They found some excellent bargains in secondhand
mixing equipment, had conveyor shutoff switches installed at various places around the room
(previ-
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ously there was only one), and suggested several economical and logical ways to improve drive-in
service and spruce up the inside and outside of the building.

When you give your employees a vested interest in setting goals, they tend to work for themselves
aswell asfor you. Enlightened self-interest can be a powerful motivator.

There will be times, however, when you'll set goals unilaterally. When that happens, ask yourself
what factors or rewards you should emphasize to get your employees to back those goals 100
percent. For example, will reaching the goals improve working conditions? Give the people in your
department greater job security? Make some tasks faster or easier to do? When you look at the
benefits from your employees' standpoint, it's much easier to cultivate the stakeholder relationship
mentioned above.

One way to adopt your employees perspective isto ask yourself what benefits would have appealed
to you before you became a supervisor. It can be just that simple. The same incentives that prompted
you to support the goals of your former bosses are likely to appeal to the people who now work for
youl.

Types of Plans

The plansthat help organizations achieve their goals fall into two general categories. single-use (or
ad hoc) plans and standing plans. See Figure 3-2.
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Typesof plans.
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Single-Use or Ad Hoc Plans

Plans created for a specific purpose are considered single-use plans and are discontinued after that
purpose is reached. Single-use plans consist of programs, projects, and budgets.

- Programs. Programs are created to achieve a general goal, such as reducing employee turnover,
providing more job opportunities for minority applicants, converting traditional operationsto
teamwork, cross-training employees to perform multiple tasks, or improving employee morale.
Because programs may exist for several years, they are often modified as time passes and business
conditions change. For example, Pizza Hut allocated $100 million several years ago to convert the
image and appearance of its restaurants from that of fast food to family dining.

- Projects. Projects have more clearly defined goals than programs. For example, projects may be
created to remodel existing facilities, reorganize the layout of awarehouse, develop a microchip that
will increase a personal computer's speed by 300 percent, convert a manufacturing plant to just-in-
time inventory management, or teach employees better ways to handle, store, and dispose of
hazardous waste. When Zenith Electronics Corporation landed a billion-dollar contract to
manufacture a new digital technology product, management created a highly motivational team
compensation project to inspire members of the development team to deliver the product on or
ahead of schedule. Teammates had the opportunity to earn up to $15,000 in bonus compensation for
meeting all the milestones in the product's grueling schedule.

- Budgest. Budgets are quantified projects that place an organization's goals in a numerical context.
They have an exact life span (months, quarters, or ayear, for example) and usually deal with money.
It's also common, however, to create budgets for the number of employee-hours to be spent
completing a given project, the amount of floor space to be reserved for specific departments or
operations, and the amount of materials and supplies that may be allocated to making low-priority
products in a manufacturing plant.
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Standing Plans

Standing plans have no set lifetime; many of them live aslong as the organization itself. Standing
plans are generally classified as policies, procedures, and rules.

- Policies. Policies are decisions made in advance. They're meant to answer popular questionsin a
uniform way whenever they arise. Policies serve as broad guidelines for behavior, and they're
typically written down in a policy manual and (for more common policies) an employees handbook
aswell. For example, Georgia-Pacific Corporation's manual on office conduct contains policies that
deal with such issues as overtime, promotions, personal appearance, jury duty, lateness and
absenteeism, outside employment, vacations, and equal employment opportunity, to mention just a
few.

Policies reduce the likelihood that managers will be accused of behaving unfairly or arbitrarily. Top-
level policies, which are stated in general terms, become more precise as they move down the
management hierarchy to the supervisory level. A policy on reimbursing employees for business
expenses might be interpreted as follows:

Top Management: "Authorized expenses in connection with company business will be reimbursed.”

Middle Management: "Expense Reimbursement Form 122 lists reimbursable expenses and maximum limits if
appropriate.”

Supervisory Management (supervisor to employee): “"When you go to the seminar in Tallahassee, Helen, the
company will reimburse you up to $25 per day for meals, $60 per night for lodging, and $.25 per mile for travel
in your personal vehicle. Fill out and sign Form 122 when you get back and give it to me. Be sure to attach all
your receipts.”

Interpreting policies can sometimes be frustrating because no two people may interpret written
words exactly the same way. For this reason, policies are often revised to make them more clear. In
addition, external influences—maost notably laws and government regulators—will virtually dictate
certain policies to management. For example, actions by the Equal Employment Opportunity
Commis-
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sion, passage of the Americans with Disabilities Act, and legislation prohibiting sexual harassment
required management to create many policies that simply didn't exist—and may have been
considered unnecessary—a number of years ago.

As mentioned above, lower-level managers are expected to interpret and apply policies and may
sometimes have to ask for clarification. It'simportant not to criticize policies in the presence of your
employees, however, no matter how strongly you may feel. Doing so can decrease morale and
undermine higher management's leadership efforts. Supervisors who disagree with certain policies
should make their feelings known through proper channels.

- Procedures. Procedures are standing plans that list the steps for carrying out policies. In other
words, policies tell what to do; procedurestell how to do it. The orderly, chronological sequence of
procedures is meant to ensure that their related policies will be implemented in alogica and
uniform way.

Most policies require procedures. The supervisor's last remark in the above example ("Fill out and
sign Form 122 . . .") is actually a procedure because it tells the employee how to apply for her travel
reimbursement.

One major insurance company's policy and procedure for dealing with employees who are convicted
of driving while intoxicated on company business reads.

Policy: Employees are prohibited from using or being under the influence of alcohol or illicit drugs while
operating a company-owned vehicle at any time or an employee-owned vehicle while driving on company
business.

Procedure: A first conviction of driving under the influence in a company-owned vehicle at any time, or in an
employee-owned vehicle being used for company business, will result in the following:

- Use of the company-owned vehicle will be limited to company business (including driving to and
from work) for aminimum of one year, at which time the circumstances will be reviewed.
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- The employee's manager will thoroughly discuss the company policy on driving under the
influence of alcohol or illicit drugs.

- The employee will be asked to complete an assessment for problem drinking or chemical
dependency. If the assessment is positive and the employee agrees to treatment, he or she will be
considered disabled and transferred to a position that does not require driving until he or sheis
released by the health-care provider to return to regular job duties. Employees who refuse
assessment or prescribed treatment will remain employed only if there is a position available that
does not require driving for company business. If the assessment is negative, the employee will be
allowed to continue in his or her present job.

- An employee who has a second offense related to driving under the influence in a company-owned
vehicle at any time, or in an employee-owned vehicle being used for company business, will be
removed from the position that requires operating a vehicle. Continued employment will be subject
to the availability of other positions for which the employeeis qualified. If no positions are
available, the employee will be terminated.

Procedures should be as simple as possible. Procedures that seem unnecessarily detailed aggravate
and frustrate employees and encourage them to create shortcuts or bypass the "red tape" altogether.
For example, one manager who wanted to requisition alonger phone line cord for his computer
modem was disgusted with the formal procedure. It required him to fill out aform in triplicate,
obtain approvals from two higher managers, and send it to the facilities department—uwhich, he felt
certain, would probably take two weeks to deliver the cord. He opted to go to Radio Shack and buy
his own for less than $4.

- Rules. Rules are inflexible standing plans that usually prohibit or require specific behavior. They
typically carry clear-cut penaltiesif they are violated. For example, employees may be discharged
for smoking in a no-smoking area, engaging in horseplay, refusing to wear a hard hat on a
construction site, being discourteous to customers, or falsifying information on time cards. Policies,
by contrast, tend to be more flexible than rules.
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Some companies with rules that require employees to speak only English at work have encountered
problems because of today's cultural diversity in the workforce. An English-only rule may be
permitted by the Equal Employment Opportunity Commission, however, if the employer can show
that business must be conducted in English. Taco Bell permits discretion by stating that one
language must be spoken in meetings and on production lines, but it does not specify which
language.

Practical Principles of Planning

Goals are like the destinations on aroad map. Plans are the routes you take to reach those
destinations. Once you've decided what you want to do, it's time to develop plans to get you from
where you are to where you want to be. There are four basic steps.

1. Start by assigning responsibility to the members of your team. Using their input where
appropriate, decide what must be done, by whom, when, and how. Y ou may have to clarify this both
orally and in writing, depending on how complex the work is going to be. Hold follow-up meetings
as necessary to answer questions and get feedback.

2. Give your people every opportunity to ask questions; don't assume they understand instructions
the first time you give them. As you've probably heard elsewhere, "dumb questions are easier to
handle than stupid mistakes." Once you've finalized the work assignments, give your employees
enough authority to carry out their duties without interrupting you unnecessarily.

3. Emphasi ze the tangible group and individual benefits your plans are meant to produce. These
might include, for example, reduced fatigue or effort; greater productivity; increased earnings,
savingsin cost, time, or materials; increased job security; and the satisfaction of belonging to a
winning team.

4. Aswork proceeds, generate a spirit of competition and commitment among the members of your
team by pointing out the recognition and success other departments or competitors have achieved
from similar ventures. Knowing that others have blazed a trail assures your team members that
they're not being asked to do the impossible or pursue results on paper that haven't been tested in the
real world.
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Of course, there's always the possibility that you may be involved in apilot project or programs such
as TQM (total quality management) or JIT (just-in-time) inventory management that your
organization is implementing for the first time. If so, it'simportant to create a sense of esprit de
corps, unity, and teamwork among employees (more on thisin Chapter 5). People who have hel ped
to set challenging goals and create the plans to carry them out will tend to invest their best effortsto
ensure SUCCESs.

Minimize Controls

Controls measure the pulse of progress, but don't let the tail wag the dog. Too much red tape
(reports, status meetings, and other bureaucratic flak) strangles employees initiative and creativity.
Controls that become an end in themselves instead of a means to an end are a burden on everyone.

Controlstend to fall into three categories.

1. Interdepartmental controls These might be company-wide or division budgets, meetings,
reports, and financial statements.

2. Intradepartmental controls These include departmental budgets, meetings, and reports;
performance evaluations for employees who work within the department; and el ectromechanical
quality assurance controls to monitor the operation of production equipment.

3. Individual controls. These may include employees self-evaluations, personal procedures and
rules they've devised to manage their own performance, and their individual sense of conscience,
which may motivate highly responsible employees to do outstanding work whether or not they're
closely supervised.

Give your employees as much freedom as possible to use their own initiative, employ their own
methods, apply their own ingenuity, and monitor and report on their progress with minimal attention
and direction from you.

What makes a sound control device? Ideal controls should be:

- Real -time based. This means employees can identify and report problems ASAP. The difference
between a minor glitch and a full-blown catastrophe often hinges on how much time goes by
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before somebody noticesit. The best controls flag potential trouble before serious damage is done.
Such is the case with numerical control devices that oversee and report the performance of
automated production equipment. The space shuttle Challenger's computers were the first to sense a
problem with the mission. They responded by swiveling the engine nozzles around as far as
possible, attempting to make an in-flight correction before the spacecraft exploded.

- Objective. A control deviceisworthlessif people can manipulate its output to make themselves
look good. Objective control devices report identical results no matter who's using them. Budgets,
go/no-go measuring gauges, and security systems that film shoplifters stealing merchandise on
videotape are examples of highly objective controls.

Employee performance ratings that are based on vague standards or standards that managers may
define however they wish suffer from alack of objectivity. A sound evaluation system should at
least describe the nature, extent, quality, and thoroughness of work that deservesto be rated
"excellent" as compared to "good," "fair," or "needsto improve."

Supervisors who ask employees to rate themselves as part of the performance evaluation process
must realize that people aren't likely to evaluate their own performance objectively. It's like
someone who tells afriend, "According to the scales my weight is fine, but the chart says I'm six
inches too short."

- Easy to understand. If controls, such as status reports, approval forms, or quality-assurance
equipment, are too complicated or confusing, people will avoid using them whenever possible.

- Cost-effective. A control device should cost less than potential losses from the condition it's meant
to monitor. For example, many fast-food restaurants now let customers pour their own soft drinks.
Management found that the cost of having employees fill and serve each drink was greater than the
losses from customers who helped themselves to free refills.

Managers in one company who were distressed by employee pilferage wanted to reduce theft by
hiring more security guards. The salaries for the additional guards exceeded the cost of the inventory
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shrinkage, however. Management then decided to simply tell employees how this pilferage affected
the company's profitability and therefore the value of the company's stock. Since most employees
participated in the employee stock ownership plan, the pilferage rate dropped considerably after the
announcement was made.

Report Progresswith Visual Aids

Use line graphs, bar charts, time lines, or other graphics to track what's happening and serve as a
rallying point for your employees energy and commitment. In addition, visual aids will:

- Keep the team's collective efforts focused and unified.
- Give your group a sense of momentum and progress.

- Let everyone in your area confirm the status of major jobs whenever they wish (instead of having
to attend a meeting or read a report).

Update visual aids often and whenever a significant change occurs.

AreYou Ready?

Use the following five points as a preflight checklist for goals and plans:

1. Have you set and communicated clear goals?

2. Do the people who will carry out your plans understand and support the goal's behind them?

3. Areyour goals and plans compatible with those set by higher management and by other
departments you work closely with?

4. Are your plans flexible enough to permit changes if circumstances require them?

5. Are your controls designed to monitor progress adequately without being too detailed or
complicated?
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Start Your Engines

If some of thisinformation about planning seems alittle abstract, relate it to aNASCAR race such
as Talladega, Alabama, or the Daytona 500. All the members of a stock car team have one major
goal: to win the race. To reach that overriding goal, however, the driver and pit crew must design a
plan that takes into account the basic nature of the track, the car's handling characteristics,
mechanical limitations, fuel consumption, probable weather conditions, the strategy of competing
teams (based on previous races), the performance characteristics of competing cars, other drivers
personalities and previous behavior under pressure, and a host of other factors.

Next, the driver and crew chief must communicate their decisions to individual pit crew members
and implement the plan by rehearsing such standard routines as refueling, changing tires, adjusting
the car's suspension, and replacing minor parts until team members can perform their assigned tasks
during pit stops that take no more than afew seconds.

Communi cations equipment in the car and inside the driver's helmet relays feedback about engine
performance and the car's handling to the pit crew during the race. Dashboard gauges give the driver
feedback on the engine's temperature, oil pressure, RPMs, and other vital signs during the race. The
crew can change tires, adjust or replace suspension partsto alter the car's cornering and handling,
and make other changes to respond to situations and problems that devel op throughout the race.

Flexibility with equipment, personnel, and work assignmentsis vital. Each team must be prepared to
compensate for many variables they'll encounter on race day. For example, teams must have several
sets of tires, each with handling and track adhesion characteristics to suit anticipated race-day
weather conditions, and spare parts (including at least one complete engine) because equipment may
fail during qualifying runs. Crew members may be cross-trained to perform several different jobsin
case someone on the team becomesiill or isinjured in the pits.

All of these measures, and many more, are intended to lead to victory. In the context of supervision,
thisis arealistic example of how the elements of a successful plan must come together.
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Chapter 4
Lead Your People

Effective leaders wear many hats. Y ou'll be expected to serve as arole model for the people who
work for you; coordinate their work; resolve their conflicts; promote their growth and devel opment;
represent them and your department to higher management and outside groups; and motivate them
to achieve superior performance.

Good leaders aren't born. They develop and evolve through hard work, consistent effort, and an
awareness of several factors that influence their success. Effective leaders:

- Are comfortable taking charge, giving instructions, and acting assertively when necessary.

- Work as collaborators, coaches, and colleagues with members of their group instead of feeling
compelled to act like "the boss."

- Focus on results more than methods. They let employees use their own judgment and employ their
own approaches to carry out a task.

- Don't breathe down people's necks. They're willing to supervise from a distance.

- Acknowledge that employees usually have excellent ideas about how the work could be done
better, faster, or cheaper and are willing to listen to those ideas at every opportunity.
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L eader ship Styles

Some authorities place leaders into one of four categories. autocratic, democratic, laissez-faire, and
situational. It's important to realize, however, that there's no ideal approach to leading people. That
will become clear as this section unfolds.

How do these four leaders differ from each other?

Autocratic leaders tend to be highly opinionated and militaristic. A consistent "I'm paid to think;
you're paid to work™ attitude rarely gets the best performance from employees, however, because
most employees don't like to be treated like androids or interchangeable parts. Moreover, autocratic
leaders deny themselves the input, suggestions, and viewpoints of their team members, which are
often very helpful when figuring out how to solve a problem or tackle a new opportunity.

It wouldn't be right to say that you should never be an autocrat, though. For example, if you're
training atotally inexperienced employee or dealing with unmotivated or indifferent employees, you
may have to use an autocratic approach, at least temporarily. An autocratic leadership style may also
be called for when employees must follow highly detailed, critical, or inflexible procedures such as
those involved in assembling components that go into the space shuittle.

Democratic leaders, by contrast, see themselves and their employees as ateam. Their slogan might
be, "We're paid to think and work as a unit." Most people would rather work for democratic than
autocratic leaders, and democratic supervisors tend to get the full benefit of their employees ideas,
opinions, and views. Supervisors who use this participatory, team-oriented style tend to need more
time to solve problems or analyze opportunities, however, because they negotiate, discuss, and
consult the employees as much as possible before making a decision.

Laissez-faire leaders provide general direction and overall guidance, but they give their employees
as much freedom as possible. A laissez-faire boss might say, "Do this however you want, as long as
you follow the rules." This hands-off leadership style may work well with highly trained, self-
motivated persons who neither need nor want close supervision.

Distance may force some managers to be laissez-faire leaders, too. For example, if you're
supervising people who work at severa differ-
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ent locations or who travel agreat deal, geography alone may dictate afree-rein approach. It would
be physically impossible to stay on top of what each person is doing, all the time, every day.
Employment decisions can be vitally important in these cases, of course. When distance is a factor,
you must hire self-directed, mature people who can be trusted to manage their time, work schedules,
and duties responsibly with minimal guidance from you. Laissez-faire supervisors tend to have a
great deal of confidence in their employees abilities and judgment.

Situational leaders adjust their behavior to the unique combination of factors that affect the
situation at hand. These factors might be those depicted in Figure 4-1.

— e l : |
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Figure 4-1
Factors that influence situational |eadership.

- Peers. The dominant leadership methods of certain coworkers at your level may serve as a model
for your own leadership actions, especially if you pattern yourself after your most respected and
successful colleagues.

- Supervisors. Managers who want to avoid philosophical or personality clashes with their
supervisors may adopt aform of "protective coloring" by behaving like them. This may not be bad,
of course, if these higher-level managers are effective leadersin their own right.

- Employees. Employees' individual experience, training, skills, self-motivation, past and present
performance, ambition, and work ethic can indicate which leadership approach (autocratic,
democratic, or laissez-faire) may be called for in a particular situation.

- Policies, procedures, and rules. These permit varying degrees of discretion in how managers may
lead their team members.

- Personal background and experience. Actions that have produced good results for you in the past
are often worth repeating and making part of your regular leadership repertoire. Many successful
managers have admitted to being influenced by former bosses, teach-
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ers, college professors, and parents whose ways of dealing with people and approaching challenging
situations seemed to be especially effective. Likewise, effective leaders tend to avoid bad habits and
practices that have caused ex-bosses, peer managers, or other people they've known to fail. As one
successful manager said, "Nobody's ever useless—he can always serve as a bad example.”

- Time. You may not have enough time to deal with some situations the way you'd prefer. When
time istoo tight to allow for collaboration, a normally democratic manager may haveto lead
autocratically by making a unilateral decision.

Managers who adopt a situational |eadership approach acknowledge the impact of these internal and
external influences on each problem or task and adjust their response accordingly. By knowing their
team members as individual s, supervisors can select the leadership approach that best suits the
characteristics of the person at hand. In addition, successful supervisors adjust their leadership style
to suit the particular situation.

Avoid Leadership Land Mines

Managers who have developed reputations as successful leaders didn't just luck into them. Part of
their success can be credited to recognizing and avoiding several common pitfalls.

One obstacle to your success as a leader is the "stretch socks syndrome”—the belief that one size (or
in this case, one leadership style) fits every person and situation. Not true. Managers who use only
one approach for leading employees cannot get the best performance from everyone because
individuals react differently to different leaderships styles, and their reactions may be either positive
or negative. Situational leaders realize this.

Another pitfall, one that's closely linked to the "stretch socks syndrome,” is a new manager's
tendency to be overly autocratic or dictatorial. Although an autocratic approach demands the least
amount of effort and conscious thought, employees are generally excluded from the decision-
making process except as tools to carry out what the boss thinks should be done. Managers who take
it upon themselves to define problems and decide how to solve them sometimes run themselves out
on alimb and end up sawing it off.
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A third hazard to avoid is the tendency to adopt the same approach to leadership as one of your more
impressive former managers used. The trouble with thisis, you're leading an entirely different group
of people under adifferent set of circumstances than your role model faced. It's important, then, to
let your own technigque evolve and take shape based on the nature of the people in your work group
and the types of problems and challenges that your job presents. Y ou can't—and shouldn't—be a
clone of a previous boss, no matter how exceptional he or she might have been in your opinion.

L ead Different People Differently

The most outstanding leaders get to know employees as individuals and apply the leadership style
that's most likely to get the best performance from each person. Modifying your leadership styleto
accommodate individual differences takes some focused effort on your part, but the payoff in
superior performance isworth it. What qualities should you consider? Think about the person's
previous experience, training, initiative, ambition, and apparent motivation. For example, you might
give employees who possess a generous amount of those qualities minimal direction and control and
relatively brief instructions when making assignments. A more autocratic approach might be called
for if you're working with relatively new employees, those who lack self-confidence, or people
whose past performance shows that they need detailed instructions and close supervision.

One management consultant recalled, "The most difficult question | was ever asked in a seminar
was, 'How do | get my boss to lead me the way | want to be led? This came from an employee who
deserved and needed to be led democratically and worked for a boss who was an habitual autocrat.
He wouldn't change his style for anyone or anything. The worker who talked with me was the best
producer in the group, but her boss's leadership approach was killing her spirit. Every morning was a
line-up-for-inspection and here-is-how-you'll-do-it affair. This treatment was so incompatible with
her personality and competence that she was on the verge of resigning. The company was about to
lose one of its best employees because of an inflexible leader.

"I frankly didn't know how to answer her question, but it certainly made me remember to tell every
supervisor this: Be willing to change your approach to accommodate your people.”
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Consider the Situation

Some situations, like some people, need to be led differently. For example, crises or nonnegotiable
deadlines may require an autocratic approach. Someone has to step in, take charge, make decisions,
allocate resources, assign responsibilities, and roll up hisor her sleeves to ensure that the work gets
done on time and right. If you're dealing with noncritical situations and/or routine tasks that are
clearly covered by policies and procedures, however, you can afford to scale back to a more
demoacratic or perhaps alaissez-faire approach. And guess what? Doing so makes you a situational
leader.

Emphasize Results Over Methods

Some leaders are too prescriptive. They become obsessed with the techniques or approaches
employees use to do the work instead of focusing on the results they're supposed to achieve.

The next time you make an assignment, try this: Tell the employees what you expect, then leave
most or all of the decisions about how they should do it up to them. Sure this takes some courage,
but the results might surprise you. When supervisors give employees the latitude to let their
creativity flow, marvelous things can happen. When it comes right down to it, why should you care
which methods employees use as long as the work gets done correctly, on time, within budget, and
without violating policies and rules?

Supervisors who emphasi ze results over methods develop confident, competent team members who
think for themselves and approach problems from several different angles. In other words, they
empower and expect employees to think to the best of their abilities and employ their own resources
all day, every day, for the benefit of everyone involved.

Keep in Touch with Your Troops

Peopl e respect |eaders who physically come down to their level. Absentee managers who appear to
be aloof or too busy, or who isolate themselves behind desks, walls, or secretaries, sometimes earn
contempt from the rank-and-file.

Y ou've got to see and be seen, and manage by walking around.
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When you keep in touch with your troops, you have a superior sense of the rhythm and flow of the
workplace. This practice is sometimes infinitely more valuable than relying on written reports and
occasional comments from people who happen to drop by your desk. An added and obvious benefit,
of course, isthat employees will respect you for making the effort to get out and circulate among
them and to listen to their comments, both positive and negative.

A textile company executive, recalling his days as a management trainee, had a supervisor who
started out in one of the lowest-paid jobs in the company and rose up through the ranks to become a
plant manager.

I noticed during my first week that Mike walked through every department in the plant at least once aday. He
called it his"plant tour." One day | asked him why he did it, especially when he had so many problemsto sort
out back in his office. He said it was the most important thing he did.

"I want them to know | care—really care—about what's happening,” he said. "When they see me face to face, it
reinforces my sincerity and concern about al of us doing a good job. Oh, my supervisors keep me posted about
lots of what goes on, but it's just not the same as seeing it first-hand. There's also the possibility that they might
gloss over problems or try to keep alid on them, hoping that they'll be able to put out the fire before | smell the
smoke. But | don't want that, and | don't want our employees to think I'm too busy to stay in touch with what's
really going on."

Your Role as Coach and Role Model

Effective leaders are inherently effective coaches. What makes them so are severa key qualities:

- They keep their employees energy and efforts focused on clear goals that everyone understands
and supports.
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- They generate and promote enthusiasm, self-confidence, and pride among their people.

- They teach employees that frustration and failure can fuel adrive toward superior performance and
success when the next set of opportunities arises.

- They lead people to believe in and embrace the benefits that come from self-discipline, hard work,
dedication to purpose, and a unified sense of direction.

- They challenge and help employees to cultivate their individual skillsto arazor's edge while
channeling those skills toward goals that promote the success and reputation of the team as well as
Its members.

Effective leaders also appreciate their impact as role models. They realize they can set performance
and behavior standards by default as well as by design. Some of the most important areas where you
can exert a positive influence are:

- Customer service. Dedicate yourself to meeting commitments to internal and external customers
fully and on time. Resolve problems, complaints, and questions promptly and cheerfully. Speak of
customers with respect. Managers who bad-mouth them give tacit approval for employeesto do the
same.

- Palicies. Confirm by your actions that you hold yourself to the same standards that you expect
from employees. Don't ignore policies that don't suit your purpose or spread dissatisfaction by
griping about them to employees. Take your complaints to higher management.

- Ethical conduct. Acknowledge your organization's code of ethics throughout the hiring and
orientation process. Affirm your commitment to it in meetings, personal conversations, and written
documents.

- Behavior in a crisis. Panic is both unbecoming and contagious. When emergencies arise, keep
your composure. This speaks well for you and helps to keep the people around you calm, too.

- General work habits. Work habits include such basic conduct as arriving at work and returning
from lunch promptly, work-
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ing late when necessary, meeting deadlines, and managing your behavior and your job with utmost
professionalism. Supervisors who demand the best behavior from themselves can justify demanding
the same from their employees without appearing hypocritical or unreasonable.

Leading a Diverse Workforce

Today's workplace, like society itself, is more like a tossed salad than a melting pot. Diversity has
always existed among employees, but now it's being recognized, encouraged, and valued in more
ways than ever before.

Types of Diversity

The concept of diversity asit is applied to awork group has no universal meaning. Although people
differ from one another in many ways, their differences revolve around individual and cultural traits.

Individual Diversity

Many individual traits or characteristics make an employee unique. These include (but certainly
aren't limited to) age, sex, and ethnic background; physical and mental abilities; self-concept;
education; marital status; personality; how quickly he or she learns new information; the length of
time he or she has worked for the organization; and how long he or she has been in his or her present
job.

Cultural Diversity

Employees differ from each other culturally on the basis of their native language, religion, social
class, and the customs, habits, and values that are part of their culture. For example, Asian Indians
may be reluctant to speak frankly to supervisors because relations with elders and superiors are
relatively restricted in India. Asians and Nigerians avoid eye contact as a sign of respect and
courtesy, while Africans and the British may break eye contact and turn their heads to concentrate
on listening. Asians, who dislike confronting coworkers and contradicting elders, may not disagree
with asupervisor'sidea, no matter how outrageous it might be. Hispanics, on the other hand, may
fed that contradicting the bossis not disrespectful and may
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speak more candidly in meetings than employees from other cultures. Hispanic supervisors may
start a meeting with small talk instead of getting down to business because of their cultural tendency
to view the work group as a close-knit family.

Why Value Diversity?
Supervisors have a host of sound reasons for valuing diversity.

- Employee turnover is lower in organizations that welcome a diverse workforce. Employees
appreciate working for enlightened employers, and this appreciation is reflected in their reluctance
to quit and seek employment elsewhere.

- Organizations that value diversity cultivate a sound reputation as socially conscious, responsible,
and responive employers. They are seen as a good place to work and a positive force in their
communities and industries.

- Managers who encourage and support a diverse workforce create and maintain high employee
morale and its two major by-products: greater productivity and profitability.

- Valuing diversity promotes honest, candid communication among all members of the organization
and gives employees a sense of value, self-respect, and belonging.

- Organizations that value diversity enable all employees to develop, grow, and achieve their true
potential through enhanced skills and promotional opportunities.

- Encouraging diversity brings greater creativity and objectivity into the decision-making process.
Such qualities may not exist in homogeneous "cookie cutter” organizations where management

implies, by words and actions, that everyone should look, think, and act asif he or she came from
the same mold.

Norrell Services set the following goals for the Corporate Diversity Strategic Plan that it
implemented in the mid-1990s:

1. Reduce turnover.

2. Grant recognition based on true contribution.
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3. Seek a balanced family and work life.
4. Encourage competent, caring, confident management.
5. Develop diversity at all levels.
6. Recognize valued differences among employees.
7. Seek to have half of the workforce remain with the company for five years.
8. Get stock to reach $40 per share.
9. Increase morale.
10. Ensure that company opportunities exist for everyone.
11. Achieve less nit-picking.
12. Try to encourage a caring company.
13. Develop more knowledgeable employees.
14. Encourage candid communication.
15. Give employees greater opportunities for personal growth.
16. Seek to have the company viewed as a preferred employer in and out of its industry.
Norrell's goals reflected many benefits of encouraging and fostering diversity in the workplace.
Diverse employees offer arich blend of viewpoints, skills, talents, and perspectives. These qualities

reflect those of society at large and the many different internal and external "publics" that an
organization serves or is accountable to.

Proving Your Sincerity
Organizations and supervisors who value diversity prove their sincerity in several ways.

- Policies and procedures are written to help diverse groups succeed, advance, and feel respected and
important.

- Supervisors understand and are responsive to the needs of diverse groups.
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- Supervisors actively and sincerely seek and acknowledge contributions and opinions from all
employees.

- All employees have equal access to organizational resources that can help them succeed.

- Employees are made to feel valued and accepted regardless of their individual or cultural diversity.

Promoting Acceptance of Diver sity

Organizations and supervisors can take several positive measures to promote acceptance of and
appreciation for diversity. Although some of these actions must originate with or be carried out by
top management, others fall within the reach of individual supervisors.

Forward-1ooking organizations provide diversity awareness and sensitivity training to managers at
al levels. Since the late 1980s, for example, ARCO chemical company has hired consultants to
teach courses in managing workforce diversity. This effort was an important factor in recruiting
foreign-born employees both in the United States and abroad. ARCO's Corporate Equal Opportunity
Affairs manager said, "We need to educate our people so we can recruit and retain the best."

Higher management al so promotes acceptance of diversity by acknowledging and including
diversity goalsin supervisors performance evaluations and incentive compensation. In addition,
supervisors must be responsible for emphasizing the organization's position on and respect for
diversity as outlined in the employee handbook and discussed during new employee orientation
Sessions.

Managers at all levels can provide organizational activities that include members of all individual
and cultural groups. When The St. Paul Companies took the initiative to manage diversity in 1992,
higher management formed a Managing Diversity Committee and subcommittees to acknowledge
the special needs and interests of the disabled, minorities, gay men and lesbians, and women.
Employees who became active on these committees were invited to meet with The St. Paul's top
executives over dinner to exchange views and concernsin an informal diversity awareness session.
Afterward, executives agreed to have regular sessions to deal with interpersonal work issues and
confront personal biases. They also created awareness pro-
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grams and managers and officers and increased communications that addressed managing a diverse
workforce.

Improving Your Personal Cultural Awareness

How can you improve your own cultural awareness? San Francisco diversity consultant Lewis
Grigas, the author of Valuing Diversity, offers these four suggestions:

1. Pay attention to how you act. Notice how you speak and the messages you send with your body
language when you talk to people of higher and lower status.

2. Learn about other employees' cultures. Read magazines, attend cultural events, and go to the
churches of different cultures. The more you know, the more understanding and tolerant you
become.

3. Adjust. Accept others' differences instead of expecting them to be more like you.

4. Valuethe cultural differences that your employees bring to their jobs. Take advantage of traits
that can help you, your team, or your entire organization achieve its goals more effectively.

The Norrell Services plan referred to earlier was the brainchild of afourteen-member Diversity
Council whose goal was "To be the change agents that develop a Corporate Diversity Strategic Plan
that meets the challenges and capitalizes on the opportunities of a diverse workforce." The council
set six objectives:

1. Develop adiversity vision statement.

2. Set goalsto eliminate artificial barriers that might hinder the hiring and advancement of diverse
members of the corporation into management and other higher-level positions.

3. Provide recommendations for policy changes.

4, Develop an education process for all members of the corpo-
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ration to foster understanding and help eliminate bias in the workplace.
5. Develop afive-year implementation strategy.
6. Develop a communication plan.

Less than one year later, after devel oping the above objectives, the council conducted focus group
meetings and held surveys to define the company's critical issues, create a company-wide diversity
objectives, develop strategies and tactics for achieving those objectives, and communicate the
council's goals to employees at all levels by internal company publications and managers meetings.
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Chapter 5
Build Your Team

The use of teamwork in today's organizations has advanced far beyond atrend; it's a full-blown
revolution that has changed how work is organized, assigned, performed, and supervised. For
example:

- General Electric has built its entire organization around the concept of self-managing work teams.
Employees at one teambased G.E. plant in North Carolina are 250 percent more productive than
other plants to make the same products. Workers can switch production among more than ten
different models a day.

- A General Foods plant in Topeka, Kansas, that's specifically designed for team-based work is 30
percent more productive, is cheaper to operate, and has higher employee morale than other plants.

- For more than twenty years, Motorola has credited teamwork with reducing turnover by 25
percent, increasing productivity more than 30 percent, and raising attendance 95 percent.

- Many companies routinely use cross-functional teams of research and devel opment, production,
and marketing employees to guide product all the way from inception through development,
production, and marketing.
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Why Use Teams?

Many organizations have jumped on the teamwork bandwagon because teams can assemble and
apply members skills, experience, viewpoints, and strengths to achieve superior results compared to
how well individuals produce by working alone. In addition, teamwork can encourage employees to
be more committed to success, feel a greater sense of purpose in and contribution to their work,
become more involved in their organization's goals and plans, exchange more ideas for improving
systems and procedures, contribute more solutions to problems, and take advantage of opportunities
more effectively.

Work teams increase unity and a sense of purpose among employees. In addition, you'll spend less
time directing traffic, making assignments, and arbitrating disagreements among employees who
work as semiautonomous units. Teamwork also gives your group a greater sense of identity and a
collective, contagious pride in its performance. People feel gratified and rewarded when they're
members of awinning team.

How Can You Use Teams?

There are several practical ways to apply teamwork principlesin a group or department setting. See
Figure 5-1.

SRR A [ T B
Decision Making Production Froject or Product] | Changeovers or
Development | Tramsitions

Figure 5-1
Waysto apply teamwork.

- Decision making. As amanager, you can use teams to gather, analyze, and summarize information
about problems or opportunities. Y ou can also make ateam responsible for recommending potential
solutions to problems based on information the team has assembled. Or, to take the ultimate step,
you could empower ateam to actually decide certain issues as a group and implement its decision.

Y ou can use decision-making teams to resolve production bottlenecks, improve customer service,
streamline paperwork flow or work
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layout, or reduce machine downtime for preventive maintenance or model changovers.

- Production. Production teams have long been used by such companies as Saab and Volvo. Work
permitting, team members may be cross-trained to do a variety of tasks, which maximizes
flexibility, minimizes boredom, and may increase employees job security. Crosstraining may not be
practical, however, if tasks are highly specialized (such as the work of space shuttle teams and race
car pit crews).

- Project or product development. Team members may join forces to reduce the time needed to
develop and test prototypes or bring a new model to market. In such cases members are usually
drawn from the marketing, design, engineering, manufacturing, purchasing, and finance
departments. For example, managers at Ford Motor Company created such cross-functional “world-
classtiming" teams to develop new models of the Probe, Thunderbird, and Mustang. Team members
worked together at the same location and reported to one project manager instead of to the managers
of their individual functions.

- Changeovers or transitions. Teams may also be assembled to coordinate the efforts of various
departments that must work together to install new systems, procedures, or equipment. In such cases
the team serves as a steering committee to oversee the direction and implementation of the change.

Work Teams: Some Basic Guidelines

Work teams succeed and flourish because both managers and team members work hard and pull
together. Here are nine guidelines to help you build and work through teams.

1. Set goals as a team. This collective approach helps to ensure that everyone accepts and supports
what the groups sets out to do. People feel a stake in and a personal commitment to goals they've
had a hand in setting. Make sure the team defines its goals clearly and quantifies these goals
wherever possible (a point made in Chapter 3). The more precise the goal, the better team members
can monitor and assess progress as they focus their energy and resources on reaching it.
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2. Reward group performance over individual performance. Group rewards encourage team
members to police each other's work. In addition, such rewards build members loyalty to the team
and motivate each member not to be the weak link in the chain. Group rewards also motivate team
members to be mutually supportive, rally behind each other's efforts, and unite to eliminate
problems that may jeopardize the group's success.

Y our group reward system must also include frequent feedback on the team's performance, so
members can monitor their collective progress. This enables them to take fast action when things go
haywire. An eye-catching chart, graph, or other visual aid often fills the bill.

Group rewards are limited only by your ingenuity and budget. They may include, for example,
public praise, a bonus to be shared among team members, a rotating trophy that's temporarily
"owned" by the best-performing team, or assignment to a more desirable work shift or project.

3. Cross-train team members whenever feasible. Cross-training permits members to trade off
responsibilities, and that alleviates boredom and monotony. Y ou may also find that workers become
so proficient that you can let them distribute certain tasks among themselves or decide which jobs
each one will do during a shift.

4. Become a sounding board, constructive critic, and advisor. Thisis a hard adjustment for some
managers to make, but it's absolutely vital to the success of the team. Supervisors must accept the
idea that they're no longer "the boss" in the traditional sense. Organizations that apply teamwork
successfully have transformed managers into facilitators who ensure that each work team has all the
information and resources it needs to do its job. The supervisor no longer controls the group because
everyone becomes responsible for results. In teamwork, a manager is a guide on the side, not a sage
on the stage. Some team-oriented companies allow teams to elect their own leaders from among the
ranks and even to rotate the job of leader periodically.

5. Don't let teams become isolated from each other. sure that they coordinate and synchronize their
efforts with other key parties and groups inside and outside your department that may depend on
them for input, output, or information. In other words, a sense of
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unity must not only infect the members of a given team but also spread among the teams
themselves. Their collective and mutually supportive efforts affect the entire organization.

6. Keep team membership relatively small. There are several advantages to building small work
teams. Small teams pose fewer coordination and communication problems; managersfind it easier
to reach agreement and consensus among members of a small group; and members of small groups
tend to bond more closely than members of large groups (which often form factions and splinter
groups within themselves). Y ou may want to promote a team identity through badges, caps, jackets,
patches, decals, or other insigniathat encourage cohesiveness and afeeling of combined purpose.

7. Select members who have both complementary and counterbalancing views and skills. This
may mean, for example, that you would deliberately combine positive thinkers and skeptics,
freethinking innovators and regimented pragmatists, and dreamers and doers. Such amix givesthe
team an internal system of checks and balances on its members' actions and decisions.

8. Walk your talk. How you talk around your team reveals whether you've really embraced
teamwork in your own mind. Although the difference in words may be subtle, it reflects where
you're really coming from. For example:

Don't Say Do Say
I We
Y our Our
Wheat's the problem? Let'sfind out what's wrong.
What do you need? What do we need?
What are you going What should we do
to do about it? about it?
Can | help? How can | help?
Who'sresponsible for this? How can we fix it?
Y ou're doing it wrong. How about trying it this way?
This isn't good enough. We have to do better.

| don't believe you should . . . Why don't wetry . ..
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9. Be patient. It may take two years or even longer for awork team to galvanize into a cohesive,
productive, self-directed unit. After all, teamwork is afundamental shift in organizational tradition,
philosophy, and culture. Success won't happen overnight.

Needed: Some Form of Training

Throw a bunch of individuals together haphazardly, and you may get nothing but collective chaos.
Be alert to ateam's need for training in such areas as.

- Using the decision-making process

- Avoiding "groupthink” (the tendency for some members to defer to the majority or certain opinion
leaders instead of challenging their assumptions or position)

- Acknowledging and respecting opposing viewpoints (disagreeing without being disagreeable)

- Accepting differences in each other's ethnic background, work experience, personalities, and other
factors that may distract some members from the team's collective mission

Leading Team Meetings

The very nature of teamwork demands that your teammates meet often to discuss, decide, or simply
exchange opinions and information. Several guidelines can help you lead these meetings effectively
and advance the spirit of teamwork in the process.

Don't

- Make all the arrangements yourself. It's your team's meeting. Let the members decide what they
want to discuss, where to meet, and when. Rotate the chair and any other official duties among all
the members so everyone has aturn. Avoid the chair at the head of the table; it's the traditional
authority position. If no one else takesit, leave it vacant. That sends a positive message about how
you view your role.

- Pass judgment or comment on members remarks and ideas. Acting like an expert or critic
destroys team spirit, inhibits discus-
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sion, and shows that you still see yourself as an authority figure instead of afacilitator. Withhold
your opinion (count to 10 or bite your tongue if necessary) to show team members that you're not
going to judge the quality of their input.

In one fledgling team meeting, a new employee innocently suggested an operation that his
department's equipment couldn't do. "That's ridiculous!" the old-line supervisor blurted. "Our
machines won't operate that way. Haven't you been around long enough to know that?' The new guy
turned beet-red, hung his head, and never spoke a single word in future meetings.

- Act like you have all the answers. Teams collaborate on problems and produce consensus
solutions. Y ou may coordinate, facilitate, and participate, but don't behave like an expert. Y ou
aready have a collective expert: your team.

- Be confrontational. Demanding that people defend their ideas and opinions when they conflict
with yours reveals an autocratic "1'm paid to think/you're paid to work™ mind-set. That's the
antithesis of teamwork.

- Use the same meeting management techniques as your former supervisorsin traditional
organizations. New roles call for new techniques. Old ways won't work in team-oriented
organizations.

- Feel compelled to assert or maintain control over the meeting. Surviving in ateam-based
organi zation means accepting and operating with greatly diminished control. That requires you to
change mental gears and adopt an entirely new perspective. If you've worked in traditional
organizations, you'll have to do some hard mental labor, soul -searching, and self-analysis. No one
said it would be easy.

- Let team members pass the buck to you. Refuse to play the role of supreme commander or resolve
Issues that are best |left to your team. One four-person team, deadlocked on an issue of work
assignments, asked the leader to arbitrate the dispute. He agreed to meet with them and asked them
to choose the time and location. After they sat down, he said, "Since we're ateam, 1'm not
comfortable making this decision for you. First of all, have you agreed that you want to agree?"
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They nodded. "Good. Then I think | should take myself out of the picture and |eave the decision to
you. I'll help in any way possible, but thisis your work, and you should make the call. Just let me
know what you decide, okay?' With that he excused himself and left them to work it out—which
they did.

Do

- Prepare for the meeting. Make notes, review and reflect on the team-produced agenda, gather
Important materials, reserve aroom if necessary, and requisition and test-run any audiovisual
eguipment.

- Think of yourself as a participant, coordinator, and general guide. You may have to arrange for
the room and equipment, but it's not your job to "call ameeting” or "run it" in the traditional sense.
Once it starts, descend to everyone else's level—and stay there.

- Encourage devil's advocates. People who have the courage to swim against the current by
questioning, challenging, or contradicting the majority are very valuable to ateam. They strike a
blow against groupthink. That state of mind can be disastrous because it causes team members to
avoid self-censorship, refuse to question each other's beliefs, refrain from speaking their opinions
(for fear of being ostracized for having opposing views), and ignore important information in the
quest to preserve consensus and avoid conflict. Don't play devil's advocate yourself, however, for
reasons mentioned earlier.

- Use visual aids that dramatize group progress and performance. These depict collective success
and generate a sense of unity. Let team members themselves devel op and update these materials
before each meeting, and have them take turns presenting and summarizing what they show.

- Draw people out. Begin with open-ended prompting remarks such as "How do you feel about . . ."
"Tell usmore," or "We all need to hear what you think." Getting people to open up is especialy
important when you suspect they have more to say or aren't sharing their true feelings.

- Tape-record the discussion. Analyze your conduct and comments. See if you're coming acrossto
your people the way atrue team leader should, and earmark areas for improvement.
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- Provide closure. The meeting should leave members with a sense of accomplishment. Y ou might
ask, "What have we decided to do?' but let team members confirm closure by summarizing whao's
responsible for what, when it's to be done, and which subjects should be carried forward to the next
meeting.

- Summarize your thoughts and impressionsin writing after each meeting. Use this information,
along with your audiotape, to identify which aspects of the meeting went smoothly, which ones did
not, what things you might do differently next time, and which of the above do's and don'ts you
should pay more attention to when the next meeting comes around.

Gaining Team Consensus

Although they usually take longer to reach, consensus decisions typically receive more support
because team members have all their oarsin the water and are pulling in the same direction.

Team members need the proper collective mind-set for making consensus decisions. Although this
may take some time, the more effort that you invest at the beginning of the process (confirming
group readiness and resolving potential obstacles to agreement), the more time you'll save on
implementation because team members will have agreed on their plan of attack. Here are five
questions to help you assess your team's readiness to reach a consensus:

1. Will al team members be active and voluntary participants? (Members who conceal their true
opinions or have hidden agendas can frustrate the process or produce a false consensus.)

2. Do team members clearly understand the key issues and concerns behind each of the tasks
involved? (If in doubt, you might propose a preliminary guestion-and-answer session to help them
grasp the importance of each item they'll be asked to examine so they can set rational priorities.)

3. Are they aware of all the circumstances and conditions that should influence their determination
of priorities? (For example, they may not understand the relative urgency of some tasks or realize
how much time, budget money, or other resources they have at their disposal.)
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4. Will they be willing to reach a consensus on how to attack these various jobs? (Before pursuing a
consensus, it'simportant for group members to agree that they want to agree! That's the foundation
for everything that follows.)

5. Are they willing to let the team'’s, department'’s, and higher management's concerns override any
personal agendas?

If you can honestly answer yes to the above questions, here are several group decision-making
technigues that can help move the team toward agreement.

- If your team isfairly small, you might start by having each person prioritize the tasks privately,
then present and justify those priorities to the group. This process may reveal interesting and
relevant information some members were unaware of that may influence their opinions. After this
you might consider using one or more of the following practices.

- Do a cost/benefit analysis to identify tasks that will give the team or your organization the greatest
payback for the cost (in time, materials, and other relevant factors) expended. Team members must
also acknowledge the relationships among various tasks. For example, some may run sequentially or
be interdependent (that is, you may have to complete jobs A, B, and C before you can start or fully
completejob D).

- Prepare a"Ben Franklin balance sheet." The group could write down the name of each project on a
separate sheet of paper, then list the reasons for completing it ASAP on one side and the reasons for
postponing it on the other side. Next, they would weight the reasons on ascale of 1 to 5 (which,
admittedly, may prompt considerable debate), add up the scores, divide by the number of reasons,
and see which side—pro or con—has the highest average score.

At the very least this technique may help your team achieve consensus on jobs that demand
immediate attention. Those with the highest scores on the ASAP side might be prioritized according
to their relative scores.

- Split the team into two groups. Have each group prioritize the tasks on paper, then get back
together to compare results. Jobs that received the same priority from each group are no longer an
issue.
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Repeat the process with tasks about which they disagreed. During the final meeting, consider taking
avote on projects that neither side could reach consensus about. This at least shows how strongly
members feel about each one.

- If the team is deadlocked on a priority rating for certain tasks, members might split into two groups
(pro and con), present their respective arguments, and try for consensus once more. If that fails,
perhaps cost/benefit analysis might be employed as a tie-breaker.

It's important for you to stick to your role as facilitator throughout this process. Although your team
may be frustrated in its efforts to reach agreement, staying on the sidelines and resisting members
appeals to become an arbitrator ensures that you won't taint the spirit of consensus that the group
needsto give the final priority list its wholehearted support.

Hire Team-Oriented Employees

Successful teamwork actually begins with hiring. Select applicants whose background, experience,
and work habits are compatible with the tenets of teamwork. (Note: Hiring and orientation are
discussed in more detail in Chapter 8.) Here are four techniques to help you gauge applicants
potential as team members before you call them in for an interview.

1. Evaluate their extracurricular activities, work experience, and former job responsibilities from a
team perspective. Which candidates participated in team sports and clubs, held elected offices, or
did volunteer work that required them to coordinate activities and cooperate with others? What jobs
did they have (and for how long) that helped them develop the ability to interact with and support
the efforts of coworkers?

2. Contact former supervisors, club sponsors, teachers, and other references. Although the law limits
how candidly these people may speak, read between the lines of their remarks for clues about the
applicants ability to relate to colleagues.

3. Ask ex-bosses to discuss the applicants former job responsibilities and how they may have
prepared the applicants to work well on ateam.
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4. Consider allowing present team members to participate in the hiring interview. Doing so will
require you to train them in proper interview technique, of course, including potential legal
problems that may arise from discussing topics that aren't related to BFOQ's (bona fide occupational
gualifications). Doing team interviews may be well worth the time and effort, however, because
members will gain a greater sense of participation in—and bring more objectivity to—the hiring
process. Who is better qualified to assess an applicant's suitability for joining ateam than the
members themselves?

Whether you involve team members or not, be sure to use the employment interview to confirm the
impressions you got from former supervisors and other outside parties. In addition, assess
applicants team orientation and temperament by asking them such guestions as.

- Would you summarize the most memorable challenge you faced in a previous job and tell me how
you dealt with it?

- What approach would you take to resolve a disagreement or personality conflict with a coworker?
- How do you feel about sharing credit for what you've done with other people in your work group?

- How do you feel about working in a group where everyone depends on you and you depend on
them?

Once you've made your selection, use orientation to infuse new employees with "how businessis
done" in your team-based organization. More specificaly:

- Review the job description. Although you may (and likely should) discuss the job description with
applicants during the employment interview, orientation gives you another chance to stress the job's
team-related duties and responsibilities.

- Flowchart responsibilities both within and among work teams. A flowchart illustrates and
dramatizes key links among team members and the teams themselves. When properly presented, it
leaves no doubt that you expect mutual support, cooperation, and an "all for one and one for all"
attitude.
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- Use existing team members in orientation. Peer pressure can be an impressive motivator.
Presentations by existing team members who have bonded and work well together can make a
lasting impression on new employees.

- Consider arotating orientation program that involves each team member. Teammates have a vested
interest in each new member's performance. Having them describe and demonstrate their
responsibilities with new hires one-on-one drives home not only what they do but also why it's
important and how it contributes to the entire team's success. At the conclusion, members could
meet as a group with the new employees to display unity, answer questions, summarize their roles,
and provide additional information about their collective responsibilities.

- Talk your walk. As mentioned earlier, make sure that your vocabulary confirms and reinforces
your personal and professional dedication to teamwork throughout the hiring and orientation
process. Saying "we," "us," and "our" (instead of "1," "me," and "mine") verifies your commitment
in fact aswell as spirit.

Teamwork Isn't for Everyone

Y ou might find that some of your present employees aren't temperamentally suited for team
membership and group efforts, despite whatever training or other measures you've applied. If that
happens, you may need to transfer them to more traditional departments or tasks where their lone-
wolf tendencies won't impede (and may actually enhance) their success.

In extreme situations, however, an employee may be openly and totally hostile to the idea of
working as amember of ateam or sharing group rewards. If that's the case, and if you've exhausted
all effortsto find a suitable position that accommodates the person's skills and abilities, you may
have little choice except discharge.
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Chapter 6
M ak e Effective Decisions

Decisions become the landmarks of every manager's career. What you do about the problems and
opportunities you meet in your job has a cumulative and often a comprehensive impact on your
reputation and success.

Effective decision makers:

- Salicit and weigh information and opinions from many sources.

- Listen to and respect other peopl€'s views even if those views conflict with their own.

- Are willing to modify or discard a decision that proves to be defective.

- Share credit generously with everyone involved in a successful decision.

- Don't place blame or criticize peoplein front of others.

- Refuse to be pressured. They'll fight for enough time to gather necessary information and
investigate the matter thoroughly.

- Redlize that unforeseen conditions will cause some decisions to turn out bad no matter how
carefully they were made.

- Put past mistakes and bad decisions behind them and move forward with a positive outl ook.
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Types of Decisions

Managers make two general kinds of decisions. Thefirst, a problem decision, is a decision that's
made to resolve some difficulty that poses areal or potential threat to progress. Problem decisions
may be broken down into ad hoc decisions, which are made to deal with problemsthat aren't likely
to happen again, and programmed decisions, which are decisions based on precedents or policies
that tell managers how to deal with routine problems. Programmed decisions are the easiest onesto
make. They ensure that managers resolve recurring problems or questions consistently each time
they arise.

Y our work as a manager will also require you to make opportunity decisions, which are made either
to take advantage of or to reject opportunities that may help you achieve your goals. Decisions to
purchase new equipment or overhaul existing machines, change from one long-distance
communications company to another, and accept a promotion as head of a new department would be
opportunity decisions.

Opportunity decisions are often made in conjunction with planning, which you learned about in
Chapter 3. They require managers to evaluate circumstances, assess available resources (people,
time, money, space, and equipment), and decide whether to keep on doing business as usual or strike
out in anew direction.

Although this chapter focuses mainly on problem-oriented decisions, remember that the eight-step
process you'll learn can also be applied, with few changes and equal success, when you're deciding
whether and how to cash in on certain opportunities you'll encounter from time to time.

Ask the Right Questions Fir st

Managers who set aside time to ask thoughtful and probing questions at the outset improve their
odds of making good decisions. Talk to employees who are closest to the problem. You'll gather
more information, have a better perspective, and be able to act more confidently than if you relied
solely on your own resources, opinions, and perceptions.

Y our employees often know more about a problem than you do, but you may never discover that
unless you ask them. Don't expect employees to volunteer opinions without being encouraged. Some
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employees may underestimate the value of their views, while others may believe you don't want to
hear what they think.

Besides getting fresh and often valuable insights, asking employees for their opinions demonstrates
your commitment to being a democratic leader. Moreover, getting other's opinions helps you avoid
making a solo—and perhaps incorrect—decision.

When you want your employees to participate in adecision, avoid calling them into your office.
People are often more comfortable when you meet them on their own turf. Talking to them behind
their own desks or in their own work area puts them at ease; they'll tend to speak more freely.

Talk to your employees one-on-one first. Some workers will keep silent in a group, fearing that their
coworkers might criticize or make fun of them. When you talk to them individually, however,
they're more likely to speak candidly about the problem and how they think it might be solved. In
any case, assure your employees that you'll keep their comments confidentia if they wish.

Y ou may want to hold a group session after you've talked to employees individually. Here you can
lay some of their ideas about the problem on the table and get collective feedback. Group discussion
also gives your employees an opportunity to modify and combine their ideasin very creative and
useful ways. At the very least, hearing the group's response improves everyone's objectivity.

Play therole of collaborator. Make employees feel like they're part of ateam. It'simportant to be
nonjudgmental about everything at this point because people will clam up if you're too negative or
critical. ("Why should we tell him anything? He's already got all the answers.")

An open-minded attitude encourages more participation and generates a broader range of views,
some of which may be refreshingly unique. It's easier to tone down and adapt a wild suggestion than
to pump up a mediocre one.

Ask open-ended, unbiased questions that respect your workers' views and draw them out. For
example:

"What would you do if .. .?"

"Y ou're closest to the situation. What do you think about . . .?"
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"Since you know this job better than | do, how would you deal with...?"

Attack the problem, not those who may have caused it. According to Charles Garfield, president of
Performance Sciences Corporation, "Peak performers concentrate on solving problems rather than
placing blame for them."

Word your questions carefully because people may say only what they think you want to hear.
Information that's meant to agree with your thinking is of little value, so if you have ideas about the
problem's cause or potential solutions, keep them to yourself for now.

Once you've asked, listen. Use steady eye contact and supportive nods to keep people talking, and
be alert for "iceberg tips'—body language, facial expressions, gestures, and vague comments that
hint that an employee might contribute more information or opinions if encouraged. For example, a
human resources manager in one store of alarge retailing chain made it a habit to sincerely ask
employees, "How's everything going today?' One morning a salesperson replied, "Oh, all right, |
guess." Sensing a problem, he asked, "Is there something | should know about?' Indeed there was.
She proceeded to outline a storewide morale problem that rank-and-file employees were getting
ready to take straight to top management. Fast action by the human resources manager resolved the
matter within aweek without top management's knowledge or involvement.

Give people time to mull over your request for information and develop some ideas. Putting them
under atight deadline inhibits open-minded thinking. Time permitting, it's better to say, "Let's get
together in afew days and bounce this around. In the meantime, give it some thought. I'd like to
have at least  suggestions we might check out." A little incubation time can often hatch alarger
and more productive batch of recommendations about the problem's root cause or what may be done
to solveit. Solving problems, however, is best done by following an orderly process. See Figure 6-1.

The Decision-M aking Process
Step One; Define the Problem

The success of every later step in the process depends on clearly answering one key question:
"What'sreally wrong?' If you're not
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The decision-making process.
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familiar with the area where the problem is, ask the people involved what they think iswrong. This
isvirtually always a good move because when you involve people in troubleshooting a problem, you
also give them avested interest in solving it. So be a democratic leader; practice participative
management. This approach can help you avoid false starts, backtracking, wheel spinning, and
serious losses later on. That's what happened with theill-fated IBM PCjr. Its so-called Chicklet
keyboard had a key shape and touch that felt odd to many users. That mistake probably wouldn't
have happened if management had asked secretaries and word processing employees to use
prototype models and had asked for their opinions.

When you're trying to define a problem, don't be fooled by symptoms. Symptoms give you clues
about what's wrong, but they're not what you need to solve. For example, if the number of rejected
parts skyrockets in one department, that's a symptom; it's not actually the problem. The problem is
whatever is causing those rejects. It could be faulty materials, employee sabotage, improperly
adjusted equipment, or a host of other possibilities. If you find aflat tire on your car tomorrow
morning, the flat tireis merely a symptom. Pumping up thetireisaquick fix but not a genuine
solution because the tire will
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only go flat again sooner or later. What caused the air to leak out is the real problem, and you (or a
service station attendant) need to identify and fix it before your troubles will be over.

Step Two: Develop Alternative Solutions

Once you believe you've identified the true problem, generate as many solutions as possible. This
step usually presents another good opportunity to involve employees by saying, "Now that we think
we know what's wrong, what do we think we can do to fix it?"

If the nature of the problem and the time you have to solve it permit, a brainstorming session might
be valuable. Call together everyone with a stake in solving the problem and ask each one to suggest
any solution that comes to mind, no matter how bizarre or impractical it may seem. The ground rules
of brainstorming demand atotally freewheeling meeting where nobody criticizes anyone else's
comments and everyone feels free to suggest original solutions and build on or modify those
proposed by other members of the group.

The major goal of a brainstorming session isto generate as many potential solutions as possible, no
matter how unusual they might be. It's usually easier to modify areally wild ideainto aworkable
solution than to try to pump life into a lukewarm suggestion that may produce mediocre results at
best. Ingenuity is the key. If you organize a brainstorming session, prohibit group members from
voicing "creativity killers' such as:

"Don't beridiculous."

"It'stoo early (late) for that.”

"We've never tried that before."

"The union will complain."

"It'sworked just fine until now."

"We can't afford it."

"Higher management would never okay it."
"It won't work in our department.”

"That's not our problem.”
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Some managers make a ground rule that anyone who makes a negative or critical comment during a
brainstorming session must pay a dollar into the kitty. The money can be used to buy refreshments
after the meeting.

Step Three: Evaluate Potential Solutions

The fun starts to fade away now because this step is areality check. Here's where you screen the
solutions you've produced against such limits as your budget; available people, time, and equipment;
policies, procedures, and rules; and other factors beyond your control. Although this process of
elimination weeds out actions that are clearly not doable, it will probably leave several possible
solutions on the table to carry forward.

Step Four: Let Things I ncubate

At this point, it's time for you to put your feet up on the desk and let the whole matter ssmmer on
your mental back burner. Have you ever written aletter, put it away for aday or two, and reread it
before you mailed it? If so, you can appreciate the value of incubation.

During incubation, your conscious and subconscious minds sort things out and view the problem
and possible solutions from new angles. Don't be surprised, too, if a new solution or two comes to
mind. Let apsychiatrist or psychologist worry about the subconscious mechanics of the process.
They're not important. The point hereis, good things may happen on your way to adecision if you
let things ssmmer for awhile. If nothing else, incubation prevents you from making a snap decision,
which is frequently the same astossing a coin.

Step Five: Pick a Tentative Solution

Y ou can't incubate a decision forever. Sooner or later, you'll have to decide which one of several
potential solutions seemsto be the best. Y our choice will be based on information that you and your
employees uncovered during the third step (evaluation), as well as the insights, perspective, and
modifications that may have surfaced while you let things incubate.
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Notice, however, that this step mentions a tentative solution. That correctly implies that you should
pilot-run the favored solution to a critical decision before you make a 100 percent commitment.

Step Six: Usea Pilot Run if Possible

Which decisions should you pilot-run? Generally speaking, any decision that could have a
significant and negative impact on your career and reputation, the success of your employer and
your department, and the careers and general welfare of your employees. A pilot run or pretest
uncovers bugs in amajor decision and helps you fine-tune it before you "go public” with it. The
logic issimple: you're safer to risk alittle by testing a decision on alimited basis than to bet the rent
while flying blind.

Savvy managers pilot-run high-risk decisions whenever possible. For example, fast-food chains test
new menu items extensively before going nationwide. Companies test new information-reporting
and computer systems extensively before changing over from the old method. A new piece of
production equipment may be installed and run parallel to the machineit'll replace until all the kinds
have been worked out. New employees may have to work through a probationary period before their
employment becomes final. Granted, some of these situations involve top management decisions
and millions of dollars of potential profit or loss, but the benefits of a pilot run are identical at lower
levels, too.

A department manager in alarge textile plant believed that new lighting would improve employees
visibility and thus raise the quality of their products, but the cost of new fixtures made the decision
too risky without atrial run. What happened? He installed new lightsin 20 percent of his area,
monitored product quality from those machines, and used the superior quality statistics to justify
making the capital outlay.

The management of one manufacturing company once decided, without doing a pilot run, to attach
meters to the computer keyboards in the word processing department and pay employees according
to the number of keys they struck during the day. The program was discontinued after employees
were seen eating lunch with one hand and randomly banging away on their keyboards with the
other!
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A pilot run's results may reveal that a decision should be modified in several ways. Y ou may even
discover, in extreme cases, that a decision that looked good on paper bombed in practice and should
be abandoned altogether. Regardless of the situation, a pilot run both clarifies and minimizes the
risks connected with making a key decision.

Step Seven: Gain Support

If employees help you define a problem and generate and eveluate possible solutions, you may
enjoy afirm base of support already. Support is vital in most cases, however, because you're rarely
the only person involved in putting your decisions to work. Some otherwise sound decisions may be
doomed to failure if the people who have to ensure their success refuse to support them beyond the
letter of their job descriptions.

Circumstances may suggest that you also get your boss's endorsement. Thisis especially true when
your decision cuts across departmental boundaries or otherwise affects areas or employees who
aren't under your control. For example, let's say one of your decisions requires severa other
departments to change the format or frequency of the periodic reports that they issue. Y our peer
managers in those departments would probably complain about the changes you want them to make
in their routine, especialy if the changes involve considerable work. Having convinced your boss
that your decision isjustified, you may have to ask her to convince the heads of the other
departments that the changes are worthwhile and direct that they be made.

Step Eight: Follow Up and Confirm Results

Although apilot run can raise your level of confidence, a successful pilot run doesn't guarantee a
successful overall decision. After all, the field test may have been poorly designed, conducted at the
wrong time, or done in the wrong place. So don't jJump to conclusions just because a pilot run works
out well. That's only presumptive proof of a sound decision.

A follow-up confirms that things are working out as well as the pilot run implied. Five arguments
favor follow-up.

1. If your pilot run didn't duplicate actual working conditions, it may have produced misleading
results. Follow-up will reveal this.
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2. Conditions may have changed during the time between the pilot run and the decision’s full -scale
adoption.

3. Your decision may need some additional changes or fine-tuning that weren't apparent during the
pilot run.

4. People who were affected by your decision after it was implemented may have suggestions for
making it work better.

5. Follow-up may reveal areasin your department or other departments where your action could be
applied with equal or better results than it produced to date.

Talk to people who are doing the hands-on implementation. Ask them such questions as:
- Are things generally working out the way we thought they would? If not, why?

- What has caused new or unexpected problems with implementing our decision? What suggestions
do you have for dealing with them?

- In what ways has our decision worked out better than we thought? Why is this so?
- What changes should we make at this point to improve the results so far?
- If we try this approach again, what should we do differently? What should we leave alone?

- Do you see other placesin our department or other departments where what we're doing would
improve operations somehow?

Limiting Factors on Decisions

Several factorswill limit your decision-making flexibility and discretion. The final decision must
coordinate and acknowledge al of them.

- Time. When a decision needed to be made yesterday, lack of time can force you to decide before
you've gathered all the important facts or explored possible solutions thoroughly. For example, the
amount of time allocated to a particular space shuttle flight influences
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decisions about the type and duration of certain on-board experiments and how certain in-flight
problems might be solved. The risk of making a bad decision increases considerably when you're
working under the pressure of a close deadline.

- Policies. Decisions must conform to existing policies. Those that don't will be rejected
automatically. For example, policies may specify which vendors you're allowed to buy materials,
supplies, and parts from, and you wouldn't be allowed to buy from a company that wasn't on the
approved list no matter how good the deal seemed to be.

- Money. Money is often the most restrictive and insurmountabl e influence on decisions. Sometimes
you'll haveto reject a preferred decision because you ssimply can't afford to do it.

- Your personal background and experience. It's very difficult to set these factors aside and ook at
the situation objectively. We're al products of our past to some extent, and that colors how we view
many situations in management. For example, if quality assurance rejects a batch of products, an
engineer may suspect design problems; a purchasing manager may blame suppliers for shipping
faulty materials; a human resources manager may think it's caused by low morale on the production
line; and a production manager may blame the machine operators for not monitoring the equipment
properly.

- Impact on other departments. Many times you'll have to consider what impact your decision will
have on related departments. Y ou can't decide in a vacuum.

It's not unusual for decisions that are made in one area to set off a chain reaction. That's why
coordination and communication are so important. For example, if the engineers who were
responsible for designing a car's engine decided to increase the engine's displacement and
horsepower, that would trigger the need for a bigger engine compartment, radiator, transmission,
and brake system as well as stronger suspension. All of those things would have to be
acknowledged, discussed, and agreed upon among all the departments that were responsible for
designing and building each related part.

- Available personnel. Y our employees, like other resources, are limited both in numbers and in
skill. You may not have all the employees you need to implement a particular decision successfully,
and/or they may not have the necessary experience or skillsto make it work.
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Set Clear Limitson Authority

Employees who are afraid to act on their own to carry out your decisions may try to bounce the ball
back onto your court. Don't let that happen.

Clarify how far each employee can go without getting your approval. Remind employees who come
back to your desk like homing pigeons to "touch base" or "get your input” that you neither want nor
expect to be involved in the nuts and bolts of making the decision work. Y ou may have involved
them in deciding what to do, but now that the decision work is done, give them the authority to
decide howto do it. This approach develops more confident, competent, and promotable employees
and frees you to learn and grow within the limits of your own job.

Group Decision Making

Group decision making has several features to recommend it and some drawbacks aswell. The
technique should certainly be included in your decision maker's tool kit.

Advantages of Group Decisions
Group decisions can be superior to individual decisions for several reasons.

- Groups are typically more objective than one person. A group can explore a decision from more
angles, produce a clearer and more accurate view of the problem, and generate more possible
solutions than could one person aone. If adecision will benefit from exploring several points of
view, or if it calls for more expertise or experience than you have, consider forming a group.

- Group decision making is an excellent way to give your employees experience with the entire
decision-making process. They go through all the phases, athough they're not held individually
responsible for the outcome. Group decision making requires them to think and act like managers
and therefore enhances their growth and promotion potential.

- Group decisions are often supported more enthusiastically because members were involved
throughout the process. Giving peo-
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ple avested interest in adecision makes it their decision, not just yours. That increases the
likelihood that they'll try harder to make it work.

Drawbacks of Group Decisions
Despite their advantages, group decisions have limitations.

- Group decisions often take more time than one-person decisions. A group without a deadline and
sense of purpose may drag out the decision-making process until time becomes critical or the
problem becomes worse than it would have been if the decision hadn't been delayed and discussed
to death.

- Group members may negotiate, distort, and compromise a solution amost beyond recognition.
This accounts for the wisecrack, "A camel is a horse that's been designed by a group.” Although
negotiation and compromise are often necessary, it'simportant not to let a group rob exceptional
Ideas and suggestions of their originality, spice, and fire.

- Groups may fall victim to groupthink and end up agreeing with one another against their better
judgment. People who succumb to peer pressure, don't speak their minds, and "go with the flow" to
preserve harmony or avoid conflicts or bad feelings often make decisions that aren't in the best
interests of the organization, and the decisions may turn out to be what nobody really wanted.

- Group decisions can lose their objectivity if one group member who outranks the rest intimidates
the othersinto supporting his or her idea or if group members trade favors in Godfather fashion ("If
you support my proposal, I'll support one of yours later on").

Value Diversity

Culturally diverse employees can help managers make better-informed decisions on a broad range of
problems. Here are some suggestions to help you acknowledge and take advantage of a multicultural
work group.

- Appreciate the fact that a diverse work group expands and enhances your ability to view problems
more objectively and generate alarger number of creative solutions.
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- Use your diverse work group to obtain awider variety of input about how acceptable and effective
proposed solutions might be when a problem involves blending or reconciling cultural differences.

- Demonstrate by both words and actions that you value the contributions and views of each
employee who works for you.

- Educate yourself. Read, listen, and learn about the cultural perceptions, customs, and practices that
influence each employee's behavior, values, lifestyle, hobbies, and interests.

- When taking a team approach to implementing decisions, select team members who represent an
accurate cultural and ethnic cross-section of the employeesin your department so that everyone
feels consulted and involved.
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Chapter 7
Delegate Authority

Delegation, which is the act of passing down some of your authority to people who work for you, is
one of the most valuable and versatile tools of the management trade. Effective delegators:

- Are comfortable accepting the risks that go along with delegating authority.

- Delegate as much as possible.

- Understand and appreciate how delegation can improve the performance, skill development, and
potential of both themselves and the employees to whom they've del egated.

- Take the time to describe delegated assignments clearly.
- Follow up and encourage feedback after delegating an assignment.
- Tolerate employees honest mistakes when things don't work out as planned.

- Analyze the task to be delegated and the abilities of available employees carefully before choosing
adelegate.

- Understand the skills and abilities of employees thoroughly
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enough to make reasonably sound choices from among the avail able del egates.

- Are willing to delegate to relatively inexperienced employees in order to nurture their growth,
development, confidence, and skills.

- Make sure they're accessible when employees need more information or advice about how to tackle
a delegated assignment.

Unfortunately, many managers avoid delegation, fear it, or use it ineffectively because they:

- Worry that employees will make mistakes.

- Didlike sharing credit for success with those who work for them.

- Believe they don't have time to teach employees how to do the delegated work.

- Don't trust the methods or technigques employees would use.

- Prefer to retain total control over their job by doing everything themselves.

Y ou've probably had bosses in your career who didn't delegate, or did so reluctantly, for similar
reasons. The troubleis, poor delegators are frequently ineffective managers because they deny
themselves the major benefits of delegation, which include:

- Having more time to solve unique problems and work on nonroutine tasks.

- Developing confident, competent employees who think for themselves and require minimal
supervision.

- Placing decision-making authority in the hands of people who are closest to the problems or
opportunities in question.

- Enhancing their own chance for advancement by preparing one or more employees to take over the
job when a promotion becomes available.
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Relating Authority, Responsibility, and Accountability
It's important to have a clear picture of how these three elements of delegation relate to each other.

Authority isyour right to make decisions and direct the work of others. Every manager's job has
some inherent degree of authority. When you delegate, you hand some of this authority down to the
people who report to you.

Responsibility is the obligation to carry out an assigned task to the best of one's ability.
Responsibility isn't delegated by a manager to an employee. It arises when the employee accepts the
task that the manager has assigned.

Accountability is being answerable to others for the consequences—either good or bad—of one's
actions. Employees who accept delegated tasks and the authority to carry them out become
accountable for the results and must sometimes justify or explain their actions to their bosses. At the
same time, delegating managers are accountable for how they use the authority inherent in their jobs
and for the performance of the employees to whom they have delegated part of that authority.

Accountability forms a vertical chain inside an organization. In a corporation, for example, lower-
level operators and nonsupervisory workers are at the bottom, and the board of directorsis at the
top. Each level is accountable to the one above it, including the board of directors (who must
account to the stockholders). Note that authority and responsibility move in opposite directions.
Authority is delegated from higher managers to the employees beneath them, but responsibility for
results flows upward. Accountability moves vertically, with one level of managers directly
answerable to the next level for the conseguences of their actions.

It's also important to realize that growth leads to progressively greater delegation. The more an
organization expands, the busier top managers become—and the less time they have to make
important decisions. There aren't enough hoursin aday. In such cases del egation becomes a survival
skill.

Choosing the Best Person for the Task

Delegation involves more than just picking awarm body. Following an orderly, thoughtful selection
routine helps you choose employees
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whose skills are most compatible with the job or pick those who should benefit most from the
experience.

Analyze the Task and Candidates

Many supervisors underestimate the importance of alittle preliminary analysis, but it's central to
delegating work effectively. Consider the following four factors:

1. How closeisthe deadline? Rush jobs require time-oriented employees who can be counted on to
come through under pressure. Consider available employeesin light of their self-management ability
and sense of responsibility both to themselves and to you. The tighter the deadline, the more you'll
need to choose a conscientious person who will do the right thing and do it on time.

2. How much coordination is needed? Delegate assignments that demand lots of coordination or
cooperation among colleagues or departments to consensus builders. Jobs that call for little
Interaction with other departments, however, might safely be delegated to your more headstrong,
less diplomatic employees.

3. How will the job help the person to grow? Here's an excellent chance to help satisfy employees
training and development needs that came to light through performance evaluations. Check your
filesif necessary to identify people who would benefit most from this particular assignment.
Consider, for example, the degree of challenge involved in the task; how much initiative, judgment,
or discretion it calsfor; and how well it will help the candidate devel op written or spoken
communication skills.

4. How much innovation is involved? Highly innovative assignments call for dreamers more than
doers—people who, like the bird that built a nest with a hole in the bottom, thrive on creativity but
dislike responsibility. On the other hand, tasks that involve a standard routine or plain old "grunt
work" are best given to detail-minded systems builders who enjoy doing work that's been laid out
for them.

In addition to the above factors, take time to weigh such influences as enthusiasm, ambition, and
desire. Employees who get excited about learning new skills and mastering new techniques may do
a
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better job than their more apathetic coworkers. Likewise, consider each candidate's ambition to
grow, meet challenges, and acquire new experience. Finally, ask yourself which persons really seem
to want the assignment and perhaps have told you so. Other things being equal, enthusiasm,
ambition, and desire deserve to be acknowledged and rewarded.

What if Several People are Qualified?

Thisis awelcome dilemma, but one that must be handled fairly in order to preserve high morale.
One solution isto let the employees themselves decide who will get the job. This tactic, while
admittedly frustrating, gives them experience with consensus building, compromise, and group
dynamics. Make sure to clarify, however, that you've left the decision up to them for those reasons,
and not because you're reluctant to make it yourself or exercise leadership.

An obvious aternative is to pick the person yourself, and if you do, make sure to promise those who
were passed over that they'll get the next assignment that comes up. Finally, you might let several
equally qualified candidates tackle the project as ateam instead of assigning it to one person alone.

If there's no clear standout after you've analyzed the task and candidates, consider giving the job to
the person (or perhaps ateam of coworkers) who seems to need the experience most and/or
possesses most of the skills that the job demands. Relative motivation may be an arbitrating factor
here, too.

Explain Your Decision

Once you've made your decision, explain its rationale to the runners-up. This action is important
because it minimizes claims of favoritism or discrimination. Be sure that everyone understands the
criteriayou used to make your selection and the reasons why you chose whom you did.

Discussing the Assignment

When you call in the person to discuss the assignment, highlight aspects of the project that may be
especially challenging, but express your faith in the employee's ability to meet these challenges and
grow
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with the experience. Each of us grows by being asked to stretch beyond our present limits; you
compliment employees when you expect more from them than they may think they're capable of.

Last but not least, don't give the impression that the job's a sink-or-swim proposition. Be prepared to
coach and be more accessible to marginally qualified persons, while taking care not to let them shift
decisions onto your shoulders or use your availability as a crutch.

Defend against Rever se Delegation

It's not unusual for employeesto try to toss delegated work back into their manager's lap. Sometimes
this happens because they're inadequately trained, they're afraid of making mistakes, they want to
spread the blame if things go wrong, or they're reluctant to trust their own judgment.

Supervisors can employ several tactics to insulate themselves against reverse delegation and keep
the authority where it's meant to be.

- Verify, at least to yourself, that the person isin fact qualified to handle the task and express your
confidence that she can do it successfully. Tactfully point out that the assignment is now part of the
employee's responsibilities and will be included in the next performance evaluation.

- Make sure there's a meeting of the minds. This might be done with a simple statement such as, "I
want to make it clear that you'll be responsible for this from now on. Do you have any questions
about that?' Doing so confirms that you intend to hold the employee accountable for results.

- Develop standard responses that you can use whenever somebody tries to bounce an assignment
back on you. Use these remarks consistently. For example:

"I'm sure you can do thisif you stick with it. Give it another try."

"Y ou need to master this skill as part of your development plan. | want you to have the experience.”

whboy®
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"I gave you the assignment because | trust your judgment. | want the ball to stay in your court."
"I've become too busy to get involved with this job now. We'll have to go with your decision.”
What Should You Do if Delegation Doesn't Work?

Delegation is an inexact science. If you see the employee falling short of standards, making
mistakes, or acting frustrated with the task, it's easy to overreact by assuming the task yourself or
giving it to someone else. Both actions may be wrong. Taking over the job denies employees the
chance to straighten things out and redeem themselves. Transferring the job to a coworker makes the
first employee lose face as well as an opportunity for growth.

When a delegated assignment doesn't meet your expectations, the best course is often to (1) review
how you made the assignment, (2) resist the urge to recall the entire task, and (3) work with the
confused employee until he learns to do the job right.

Review How You Made the Assignment

When you notice continuing signs of trouble, take a few minutes to mentally review how you
delegated the job in the first place. More specifically, did you:

- Set clear performance standards?

- Explain the "how-to's" of the job thoroughly?

- Actively solicit the person's questions?

- Give the employee amodel or example to measure performance against?
- Follow up after the task was assigned?

Although this exercise helps you troubleshoot your delegation technique (and perhaps correct some
flaws), you'll have to go further to resolve your immediate problem.
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Resist the Urge to Recall the Entire Task

Y our first impulse might be to recall the job entirely and either do it yourself or assign it to someone
else. The suggestion is: Don't. Overreacting by taking back atask immediately can devastate a
person's ego and cause smoldering resentment because you deny your employee a chance to fix the
problem and set things right. No one likes to lose face and be branded afailure in front of
coworkers. Savvy supervisors, like seasoned football coaches, don't bench rookie players because of
one miscue.

Beyond your employee's feelings, however, you should think about what you'd be doing to yourself.
Rescinding authority at the first sign of trouble makes you look impulsive and indecisive. In
addition, your approach to the problem sets a precedent as far as other employees are concerned.
They'll see your response as amodel for how they might be treated under the same circumstances,
and they'll react in one of two ways. Snatching back new tasks at the first sign of trouble will prompt
some employeesto sidestep your efforts to delegate work. They won't want to be treated as
incompetents if they, too, have trouble doing a new job correctly. Others may be prone to do a
careless job, knowing that you'll shift the burden back onto your own shoulders. As one employee
put it, "Why should | worry about screwing up? The first time something goes wrong, my boss will
jump in with both feet and do it himself!"

Work with the Confused Employee

Four steps can keep you from shooting from the hip or shooting yourself in the foot when delegation
bogs down.

1. Talk before you act. Talk to the employee privately, review performance standards, and explain
why the work hasn't been acceptable. Be specific; avoid vague remarks like, "Things aren't working
out" or "I think I'd better reconsider what | gave you to do last week." People are typically hungry
for details when their pride and performance are on the line. They won't be satisfied with
generalities. Would you?

This conference also gives you an opportunity to establish a sense of obligation and joint
commitment. After all, both of you have a stake in the outcome and a shared interest in seeing that
the job in question is done correctly.
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Ask the employee to propose actions that would resolve the problem, and tactfully suggest that more
training, preparation, or authority might bein order. If the person feels ill-equipped to do the task
because of one of those factors, you've made it easier to say so. Without some encouragement,
people are embarrassed to admit that they're treading water.

Thisisalso anideal timeto review the "how-to's" of the job once again. Recap your original
instructions carefully (avoid remarks like "Thisis self-explanatory"), and welcome the employee's
guestions by asking open-ended questions of your own that presume you haven't explained
everything clearly. For example:

"What else should we go over?"
"Which part of the job do we need to talk about some more?'

"What activities do you feel unclear about?'

If the delegated job has a tangible result that can be demonstrated (such as a properly formatted
report or a specific production routine), set up an example that the employee can use as a model.
This may be all that's necessary to eliminate confusion and put things back on an even kedl.

If the job consists of a central task and several satellite tasks, your employee's comments during this
meeting might suggest that you take back some of the lesser ones temporarily. Doing so would give
the person more time to master the core task without getting lost in details. When saddled with a
major responsibility and a host of secondary tasks, some people panic before they get their arms
around it al. "l smply couldn't juggle all the new details at once," one frustrated person confessed.
"I felt like | wastrying to nail Jell-O to atree.”

2. Get closure on this conference. The above conference should close with a clear understanding of
which parts of the job, if any, you'll take back and which ones will be left with your employee. In
addition, make sure the two of you agree on the standards that must be met, and establish atimetable
for following up on progress. Thistimetable is especially important because it keeps lines of
communication open, provides a built-in excuse for making
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future contact, and assures the person that she isn't being left to sink or swim.

The conference and its resulting closure speak well for you as a boss. Y ou come across as a cool -
headed coach and counselor instead of an impulsive dictator or awhip-cracking galleymaster. Y our
worker knows what is wrong and why, and has an action list and perhaps a model to follow to bring
the work up to standard by a specific deadline.

3. Back up your words with action. Monitor your employee's performance regularly, realizing that
she may be anxious or defensive because of the circumstances. Show concern without over-
supervising, and follow up with open-ended requests or questions such as, "Tell me how everything
isgoing” and "Which problems should we discuss?' Make an effort to praise improvement
whenever praiseisjustified. Praise alleviates anxiety and confirms that the person is making
progress.

4. Delegate additional parts of the job as performance improves. Any satellite duties that you took
back in step 1 can be redel egated as performance improves and the person gains confidence.
Consider relaying these tasks piecemeal, however, so your employee can integrate them into the
existing routine gradually. Passing them down all at once may trigger another round of confusion
and frustration.

When you add a new segment of the job, make certain to explain its importance and emphasize how
it relates to the work previously assigned. This technique hel ps the employee see the task both asa
whole and as the sum of its part<—to see the forest as well as the trees.

Skill Comeswith Practice

Experienced supervisors realize that delegation is an acquired skill. Relaying work to employees
successfully takes practice and the willingness to work with people who may have trouble handling
an entirejob all at once. Managers who are willing to help their employees over some early rough
spots build aworking bond that ensures that they, their employees, and the entire organization grow
beyond yesterday's skills to master the challenges of tomorrow.
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Chapter 8
Hiring and Orienting New People

Managers who hire and orient qualified new employees enhance the success of their departments
and organization many times over. These related activities are instrumental in maximizing
productivity and morale and minimizing turnover. This chapter suggests some practical techniques
that will sharpen your ability to recruit and hire proficient people and help them get their feet on the
ground once they're on the payroll.

Recruiting

Although the human resources department usually plays an active role in locating potential
employees, managers sometimes find that recruiting applicants falls within their job responsibilities
aswell. In any event, it's essential to have reliable sources of qualified applicants before you can
actively begin the hiring process.

Where can you go for these qualified applicants? See Figure 8-1.

Frosont | [Appiications}|  Employee [advortising || Private Stato i'-il's':'.']
Employaas on Flle | [Recommendations Emplayrent | | Employmant

Agenclos Agencles

Figure 8-1.
Sources of qualified applicants.
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- Present Employees (Recruiting from within). Y our existing workforce is the least expensive and
most convenient source of candidates for job openings. Qualified employees who are promoted into
vacant positions are proof that higher management genuinely means to provide growth opportunities
for everyone. The experience of seeing deserving peers rewarded with advancement boosts
employees morale across the board. Filling vacant jobs with existing employees also saves the time
and cost of orienting outside people to the way your company operates. At the very least, your
present employees should already understand major policies, procedures, and general operations and
may only have to be prepared for the duties of the new position they've been moved into.

- Applications on file. Unsolicited walk-in applications are an inexpensive source of potential
employees. Applications should be cross-referenced among all the positions that candidates seem

qualified for.

- Employee recommendations. Present employees may be asked to recommend friends and relatives
(nepotism policy permitting) for vacant positions. Because people are often reluctant to stake their
reputations on someone else's performance, applicants whom present employees recommend
frequently prove to be top-quality workers.

In times of high employment, employers commonly offer areward or "bounty" to employees who
recommend applicants for highly skilled or hard-to-fill positions. Rewards have ranged anywhere
from a $25,000 sports car (for people who were ultimately hired to fill engineering and software
design positions) to cash awards and Hawaiian vacations.

- Advertising. Ads in trade and professional magazines may be used to attract applicants for exotic
technical jobs and higher-level positions in such areas as engineering, purchasing, finance, and
human resources management. When recruiting for lower-level positions, companies such as
McDonald's have even used such simple and offbeat approaches as printing mini-applications on
their placemats. Walt Disney World has posted large "Disney Works for Me" help-wanted billboard
ads throughout central Florida, and BellSouth has inserted ads describing job opportunitiesin its
telephone directories, where they're likely to be seen.
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- Private employment agencies. These companies can save you a great deal of time and paperwork
by screening applicants according to your specifications and forwarding the best-qualified ones to
you. Some agencies specialize in placing certain types of people such as engineers.

- State employment agencies. State employment agencies are productive sources of nonmanagerial
applicants, as well as semiskilled and unskilled workers. When unemployment is high, they can
provide management-level and skilled applicants aswell. Asarule, however, highly specialized
applicants and those who are looking for positions in middle management or above are usually
recruited through private employment agencies and other sources.

- Miscellaneous sources. These might include, for example, trade and technical schools and
community colleges with so-called tech prep programs that train students for narrowly defined jobs
in such areas as graphic design technology, el ectronics engineering technology, dental hygiene,
diagnostic medical sonography, and medical transcription; job fairs held by a consortium of local
educational institutions; neighborhood and community groups; local chapters of professional
societies; and social service agencies.

Hiring

Once you've established a steady supply of quality applicants from a combination of the above
sources, you'll need to hire the best qualified ones when job vacancies occur.

Comparethe Job Specification with the Application

The human resources department usually prepares a specification for each job. A job specification
summarizes the minimum training, experience, special skills, education, and other essential qualities
an applicant must have in order to do the job satisfactorily. For example, an administrative
assistant's job specification might read as follows:

Knowledge, Skills, and Abilities
- Ability to use an IBM-compatible personal computer

- Keyboarding speed of 60 correct words per minute
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- Capable of conducting information searches viathe Internet and the World Wide Web

- Thorough understanding of all major functions of Microsoft Word and Microsoft Excel computer
programs

- Demonstrated competence in spelling, punctuation, grammar usage, and composition

- Demonstrated ability to handle multiple priorities, organize work, and function independently

- Sound interpersonal communication skills

Experience

- A minimum of four years secretarial experience in positions of increasing responsibility or three
years secretarial experience and an Associate in Science degree in Office Systems Technology from
an accredited institution

Working Conditions

- Sedentary work that requires frequent contact with the public in person, by telephone, and by e-
mail

Review the job specification's requirements and compare them with the information applicants
provided on the application blank. Those who are clearly unqualified may be eliminated at this
point; those who have "the right stuff" (at least on paper) may be called in for a personal interview.

I nterviewing Suggestions
Before you interview the most promising applicants, review the position's job description.
- Make certain that you understand the duties and responsibilities of the job you're hiring for.

- Decide which interview format (discussed later in this chapter) is appropriate for the
circumstances.

- Develop specific questions that will help you assess the appli-
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cant's qualificationsin light of information provided on the application blank.

The job description for the administrative assistant's position mentioned above might list the
following duties that you would want to discuss during the interview:

- May be assigned to hire, evaluate, guide, and review the work of other clerical staff assigned to the
division.

- Provides day-to-day secretarial support and coordination of the division's clerical activities.
- Assembles data and prepares detailed, confidential reports on a routine and as-needed basis.
- Composes and prepares correspondence for the division manager's signature.

- Composes and is responsible for routine internal communications related to the division's
administrative functions.

- Thoroughly understands relevant policies and procedures and the division's operations and
activities.

- Provides information and makes minor administrative decisions in the division manager's absence.

- Independently locates information and resolves issues and problems without referring them to a
superior.

- Acts as a liaison between the division manager and other employees, departments, and divisions.
- Recelves and screens incoming calls and places outgoing calls for the division manager.

- Establishes and maintains divisions filing systems for both confidential and nonconfidential
information.

- Maintains an appointment calendar and uses discretion in scheduling appointments and meetings
for the division manager.
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- Coordinates meeting arrangements, reserves meeting rooms, and prepares meeting materials as
directed.

- Maintains a supply of forms and clerical materials for the assigned area. Designs or recommends
forms needed to accomplish the division's objectives.

Productive interviews happen through conscious effort. When it's time to conduct interviews with
applicants, enhance the value of your interviewing time by following these nine general guidelines.

1. Make alist of the specific topics you want to discuss or areas that need to be clarified based on
information on the person's application blank and the job specification and description.

2. Pick acomfortable location that's free from phone calls, drop-in visitors, and other interruptions.

3. Put the applicant at ease with some "small talk." Be cordial, informal, and conversational. Don't
sound like an interrogator.

4. Answer the applicant's questions about the job and your organization early in the interview.

5. Be objective. Guard against making positive or negative judgments based on an applicant's
personality, appearance, or personal information. Concentrate on assessing the applicant's
qualifications for the job.

6. Listen more than you talk. Nondirective questions (those that can't be answered yes or no)
encourage applicants to express their honest feelings and opinions.

7. Listen critically. Make a mental note of interview topics that produced evasive, volatile,
enthusiastic, inconsistent, emotional, or otherwise memorabl e responses.

8. Conclude the interview by thanking applicants for their time and telling them how long it will be
before you'll make adecision. Don't leave them hanging in suspense. Y our courtesy may pay off in
goodwill and their willingness to reapply later if additional vacancies occur.

9. Record your impressions, the applicant's answers to key questions, and information about the
topics you wanted to
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Cover in your preinterview notes as soon as you've concluded the interview.

I nterview Formats

Y ou can use adirective, nondirective, or combination interview. The choice depends on your
experience, the amount of time you have for interviewing, and the nature of the job you have to fill.

A directive interview follows a standardized list of questions. Although this format tendsto be
somewhat rigid, it places you in firm control of the conversation and ensures that you'll cover all the
major topicsin aminimum length of time. Directive interviews are sometimes favored by
inexperienced interviewers, but its checklist approach can make you sound like a hard-boiled
inquisitor. What's more, applicants will have few chances to volunteer additional information that
might influence your hiring decision.

A nondirective interview is extremely flexible; it uses open-ended questions instead of a cut-and-
dried format. Approach it with a general idea of the information you want from the applicant, and
phrase your questions to create rapport, reveal attitudes, and elicit opinions and responses that may
disclose more information about an applicant's qualifications than directive interviews tend to do.

Conducting a nondirective interview takes experience, however. For one thing, you must be able to
steer the conversation back on course when applicants ramble off on a tangent or get hung up on a
particular subject. You'll also have to make sure that you cover all the topics that you wanted to
discuss when you compared the person's application against the job specification.

A combination interview blends both directive and nondirective techniques. Many managers use it
for that reason. For example, you can start with a directive format to cover basic information on the
application:

"What specific types of heavy equipment are you qualified to operate?’
"Why were you laid off by XYZ Inc.?"

"Y our application says you were unemployed from to . Tell me what you did during that time."
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"Which desktop PC programs can you run?"

"] see you're working toward your G.E.D. When will you be finished?"

Y ou can switch from a directive to a nondirective format to discuss and evaluate career goals,
communication skills, persuasiveness, dependability, temperament, ambition, self-motivation, and
human relations skills. Examples of general -purpose nondirective questions are as follows:

"Why do you want to work for our company?"

"What job(s) are you most interested in?"

"What did you enjoy about your most recent job?’
"What did you like least about your most recent job?"

"Tell me about the toughest deadline you've ever met." What was the situation? Who was involved? What
happened?"

"Tell me about the last time a supervisor asked you to do something and you didn't get it done on time.
Describe the situation. What did you do about it? What happened?”

"Tell me about a new work system or procedure that you had trouble learning. What was it? Why was it
difficult for you to learn? How did you finally master it?"

"Tell me about the last time you had to do something that wasn't covered by normal procedures. How did the
situation come up? What did you do? What happened? What do you usually do in situations like that?"

"Tell me about one of your coworkers who was hard to get along with. Describe the situation that upset you the
most. How did you react? How did it affect the work?"

"Tell me about atime when you did something that was above and beyond your regular job responsibilities.
What kind of situation wasit? What did you do that was so exceptional ?"
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"What feedback, if any, did you get from your boss or coworkers?"

"Give me an example of a mistake that you've learned from. What was it? What did you learn? How did you
handle that situation afterward?"

"If | talked to the people who worked with you on a project you were responsible for, what would they tell me
about how you handled the job?"

"Describe the best boss you've ever had and why."
"Describe the worst boss you've ever had and why."

"Tell me about ajob that required you to work as a member of ateam. What did you like most about the
experience? What did you like least?"

"Describe your greatest strengths and weaknesses."

"Describe yourself the way you think your former boss would describe you."
"How would you describe your ideal job?"

"If you finished an assignment early, how would you use the leftover time?"

"How would you react if you asked somebody in another department for information and he or she told you to
get lost?”

"What do you see yourself doing ____ years from now?"
"How do you motivate yourself to do an unpleasant job?"

"What kind of people do you like to work with?"

Legal Concerns

Federal and state employment laws try to ensure that everyone has equal access and opportunity to
jobs and promotions. They're specifically meant to protect racial and religious minorities, women,
the handicapped, and people between the ages of forty and seventy.
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While claims of hiring discrimination are extremely hard to prove, no one wantsto get hauled into
court. Unfortunately, there's no neat list of illegal questions. Even if you don't mean to discriminate,
the implications of some questions that managers could ask during an employment interview may
prompt a court to declare them (and your organization) discriminatory. For example, asking if an
applicant can work on weekends may seem innocent, but courts may rule it discriminatory if your
only reason is based on religious beliefs.

Interview questions must be strictly job-related. Avoid questioning applicants about such areas as.
- Race, color, ethnic background, or family history

- Language usually spoken at home

- Membership in ethnic clubs or organizations

- Marital status

- Birth control, family planning, children's ages, or child-care arrangements
- Spouse's occupation

- Sexual orientation or preferences

- Church attended or religious beliefs and practices

- Nature or extent of disabilities

- Medical history

- Age or birth date

- Arrest records

- Wage attachments or garnishment

Also, you cannot ask questions that are asked of one sex only. For example, you cannot ask only
female applicantsif they can type.

If al thisinformation frustrates you, join the club. Perhaps the ssmplest guideline of all isto focus
on interview questions and selection criteriathat relate to the applicant's qualifications for and
ability to perform the job you have to fill. If you do so, you'll be headed in the right direction.
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Orientation: Where Do We Go from Here?

Have you ever been tossed into ajob and left to sink or swim? If so, you know how important
thorough orientation can be. It was mentioned earlier that sound hiring decisions, followed by
thorough orientation, minimize turnover and boost productivity and morale. In addition, savvy
managers cash in on orientation’s opportunity to hit new employees with all the positive aspects
about the job, department, and organization before their enthusiasm is dulled by the cynical views of
coworkers whose enthusiasm may have diminished.

Some of the more common information that should be covered during orientation includes:
- Mission statement

- Code of ethics

- Commitment to equal employment opportunities

- Policies, procedures, and rules governing the custody and safe-keeping of confidential information
and materials such as customer databases, computer passwords, proprietary software and operating
systems, key cards, and access to high-security areas

- Compensation and fringe benefits

- Employee communications channels (e-mail, voice mail, newsletters, bulletin boards, and other
media)

Larger organizations have highly detailed orientation procedures that typically include a checklist of
orientation topics managers are required to cover during the first several days and weeks. If you're
working for asmaller and less formal company, however, your orientation responsibilities may be
much less clear. If that's the case, here's afive-step process to help your new hires get up to speed
ASAP and feel comfortable in their jobs and with their colleagues.

1. Have the new employee fill out all payroll and personnel formsif the personnel department hasn't

already done so. Explain options about insurance coverage, income tax withholding, the 401-K plan,
and other relevant subjects.
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2. Review each duty and responsibility listed on the employee's job description. Emphasize that you
may ask the person to do certain work that isn't specifically mentioned (unless such requests are
prohibited by a union contract or other agreement). It's often important to clarify this so employees
understand management's need for reasonable flexibility in making work assignments. If you're a
team-based organization, emphasize the job's team-oriented duties and responsibilities.

3. Give the employee a copy of the employee handbook and related literature that cover such topics
as company history, health and life insurance programs, retirement benefits, credit union, tuition
reimbursement, employee assistance program, employee suggestion program, total quality
management, and child-care assistance.

Explain al relevant policies, procedures, and rules. These may include, but certainly won't be
limited to, appropriate workplace behavior, acceptable attire, affirmative action, timekeeping,
promotions, pay raises, discipline, performance evaluation, vacations, holidays, sick leave, funeral
leave, maternity leave, lateness and absenteeism, layoffs and recalls, break periods, lunchtime,
overtime pay, and the correct use of safety equipment. Answer all the new worker's questions; if in
doubt, contact the personnel department.

4. Show how the new person's job relates to the other jobs in your department, how it affects the
work of colleaguesin related departments, and how your department integrates with other
departments and with the entire facility. An organization chart can be very useful here; it makesthis
information clear and easy to understand and gives the new employee a mental model of how
everything's supposed to fit.

Supervisors in team-based organi zations should consider flowcharting responsibilities both within
and among work teams. A flowchart illustrates and dramatizes key relationships among team
members and their counterparts on the teams they interact with. Y ou might also have new hires
shadow each team member for a certain length of time, then meet with al of them as a group to
discuss their relative roles, talk about the new employee's responsibilities, and resolve any questions
or misunderstandings.

5. Take the newcomer on awalking tour of your department and surrounding areas. Point out the
location of break rooms,
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restrooms, lockers, mail facilities, and copy machines. Introduce the person to everyone in your
department and to coworkers in other departments that she will have to work with frequently. As
you do, share some personal information that may create rapport among them and help to break the
ice ("Helen'sis a big fan of the Kansas City Chiefs'; "Joe's restoring a'77 Pontiac Grand Prix";
"Tim's President of the Lions Club"; "Stacey just got back from avacation in Las Vegas").

Make certain the new employee feels free to ask questions. Keep yourself accessible; assume the
person will feel uncertain, confused, and somewhat frustrated for the next few days. Although
orientation may be mostly your responsibility, you may want to match up the new hire with an
experienced employee who knows the ropes. This "buddy system" may be a good idea, since new
people are often more comfortable discussing questions or admitting ignorance to peersthanto a
supervisor. If you do use a buddy system, make sure the senior employee is committed to being a
conscientious mentor and takes the responsibility seriously (see Chapter 7's discussion of
delegation).
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Chapter 9
Motivate Your People

Motivated employees invest more of themselvesin their jobs than they're required to do. They reach
beyond the boundaries of their job descriptions and push the limits of their abilities, not because
they have to but because they want to. They go the extra mile to make sure that the people they
serve, whether internal colleagues or external customers, are fully satisfied.

Motivated people not only do things right, they also do the right thing, and do it willingly. Managers
who are effective motivators:

- Attempt to be sound role models for employees to pattern themsel ves after.
- Refuse to bend or break policies, procedures, and rules to suit their own convenience.
- Set challenging goals for themselves and expect and encourage their employeesto do likewise.

- Go to great lengths to ensure that their employees receive appropriate praise and recognition for
their accomplishments.

- Would never take credit for their employee's ideas and achievements.

- Believe that employees are looking for more from their work than material rewards such as pay
and fringe benefits.
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- Assign the type of work to employees that will help them improve and expand their skills, exercise
their own initiative, gain confidence in their own abilities, and qualify for advancement.

- Use delegation as a motivational tool whenever appropriate.

- Give employees the opportunity to participate in decisions that will affect their jobs or working
environment whenever possible.

Y ou learned about effective hiring practices in the preceding chapter for avery good reason. Sound
hiring makes motivating employees infinitely easier. Think about your own experience. Have you
ever had ajob you simply didn't like, even though you were qualified to do it? If so, how much
success did your boss have in motivating you to do more than absolutely necessary? The odds are,
very little. But if you start by selecting "motivatable" applicants who enjoy the basic nature of the
work they've been hired to do, your chances of motivating them to turn in above-average
performance increase considerably. The feelings of employees who may be qualified but
"unmotivatable" are often expressed on the bumper sticker that says, "l love my job. It'sthe work |
hate."

Be a Positive Role M odedl

Effective motivation begins with you because the enthusiasm and motivation you display toward
your job is contagious. Employees tend to adopt their bosss traits, values, standards, and work
habits. Managers who step into the breach and move forward on their own initiative are positive role
models. Instead of cajoling, threatening, or cheerleading, they take command, lead by example, and
demand as much from themselves as they do from their staff. Their motto might be, "Do as | say
and as| do."

How can you be a positive role model ? Let's start with the basics. Arrive at work on time; be
punctual with appointments; return calls promptly; respect and follow policies, procedures, and
rules; set challenging goals for yourself; support strict quality standards; and put in longer hours and
greater effort when necessary to honor your commitments to internal and external customers.
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Positive role models are al'so loyal to the team. Y ou can demonstrate your loyalty by demanding
recognition for your group's achievements and bringing those achievements to higher management's
attention. Make sure to give your employees their fair share of any praise that comes your way. In
management, as in sports, it takes ateam effort to bring home the trophy.

Motivational Theorists Whose TheoriesWork in Practice

Textbooks discuss many motivational theorists, but here you'll get acquainted with three whose
viewpoints are especially relevant to rookie managers.

Douglas McGregor

A professor of industrial management, Douglas McGregor placed managers into one of two
categories—Theory X or Theory Y—according to the managers basic assumptions about their
employees. The assumptions a manager makes affects the way he or she deals with subordinates—
and hence the way they're likely to respond.

According to McGregor, a Theory X manager is one who believes that people work mainly for
money, are lazy and irresponsible, won't think for themselves, cannot be trusted, require close
supervision, and must be pressured or threatened before they'll perform up to par. Such negative
"I'm paid to think and you're paid to work" assumptions typically give rise to negative employee
performance. Managers who expect the worst from their employees give them no incentive to do
more than they absolutely have to.

A Theory Y manager, on the other hand, believes that people want more from their jobs than a
paycheck and are basically ambitious and trustworthy. They enjoy challenge, welcome opportunities
to show their ingenuity, and need minimal supervision once they understand and have mastered the
basic skills they need to do their jobs. In other words, Theory Y managers tend to follow a
demoacratic or laissez-faire leadership style. Their Theory X colleagues are classic autocrats. See
Figure 9-1.
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Figure 9-1
Douglas McGregor's Theory X and Theory Y managers.

What level of performance are these two types of managers likely to get from their people? Usually
the level that they seem to expect. Since Theory X bosses expect the worst, why should their
employees try to do better than average? There's little reason to exceed the norm if your boss has
low expectations and a negative opinion of you. Theory Y bosss, by contrast, expect peopleto live
up to their standards and may even ask employees to do more than the employees themselves
believe they're capable of. The results can be highly rewarding, however. If you select the most
qualified people, and let them know you expect their best performance, they'll often respond by
doing their best not to disappoint you.

It'simportant to realize, however, that not every person or situation will respond positively to
positive Theory Y expectations. For example, it's aworkplace reality that some people simply don't
like the jobs they're qualified to do or have fallen out of love with them through no fault of their
own. In this case, no amount of Theory Y expectations from a boss can make them more self-
challenging or willing to go the extra mile. Other low-performing employees may be well matched
with their work but require more direction and supervision because they lack self-confidence or
haven't fully mastered their responsibilities yet.

Some management situations won't respond well to a Theory Y approach either. For example,
emergencies may require a Theory X response because time is short and someone hasto step in,
take command, and get things moving forward immediately. In addition, emotionally charged
decisions that contain few or no positive elements (such as downsizing) may have to be madein a
unilateral Theory X fashion.
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Frederick Herzberg

Herzberg contended that motivation is affected by two sets of job-related factors. Maintenance
factors are the basic things that workers believe they're entitled to, such as adequate pay, satisfactory
working conditions, and competitive fringe benefits. People who don't receive these basics will be

dissatisfied and may even resign. If they do receive them, however, they aren't motivated. Who was
ever motivated by fair treatment”

What does motivate people, according to Herzberg, is a chance to grow within their present job and
to be promoted. Praise for work well done and a basic liking for the work itself are additional
motivational factors.

Herzberg's message to managers is to give employees the basic or maintenance factors that you
know they expect (and will be dissatisfied without), then load in as many motivational factors as
possible to provide satisfaction and foster motivation. See Figure 9-2.

Mazintename Mothvational
| Factors Faclors

ol
[ Growth

Pay Fringe || Working “Oppartunity | Praise far A Basle
Beneflts Conditlons Within for Work Liking far
the Job Advancement|| Well Done the Work
Itaalf
Figure 9-2

Frederick Herzberg's maintenance factors and motivational factors.

Abraham Maslow

Maslow's theory of motivation is much broader than either McGregor's or Herzberg's theories. (See
Figure 9-3).

Sul-I'-FuIﬂllmqnlf
Ego or Esteam

aniioh [ Soclal !
| Safaty

Physlological

Figure 9-3
Maslow's hierarchy of needs.
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- Employees needs are arranged in order of importance from the most basic needs (water, food, and
shelter) to the most complex (esteem and self-fulfillment).

- Satisfied needs don't motivate people, ssmply because they can be met whenever they arise. It'sthe
unsatisfied needs that drive people to expend greater effort, and people usually recognize and
attempt to fulfill them in the order shown in Figure 9-3. For example, someone who has just been
promoted isn't likely to feel the need for esteem.

- People will attempt to satisfy each need level before recognizing and being moved to satisfy the
need at the next higher level.

- If aneed can't be satisfied each time it arises, it will become a priority once again. For example,
someone Who has a satisfying socia life but is suddenly laid off will become obsessed with finding
another job to satisfy physiological needs, which will suddenly take precedence over all others.

Physiological needs are the most basic of all, such as the need for food, drink, and shelter. If they're
not satisfied, people won't even recognize, et alone attempt to fulfill, the needs beyond that level.
Logically enough, these needs are commonly met by an adequate paycheck, although such
workplace comforts as water fountains, air conditioning, ergonomically designed workstations, and
protection from unpleasant odors and noises as well as fringe benefits such as health insurance, a
401-K investment program, paid vacations, and employee discounts are also offered.

After physiologica needs are satisfied (or can be satisfied whenever they arise), people will
recognize the existence of safety needs. These can be both physical safety (such as a nonhazardous
working environment) and psychological safety (such as the job security provided by aunion
contract, seniority, atenured faculty position at a college or university, or possessing an especially
unique or critical skill that might tend to protect an employee from being laid off).

Employees who have generally covered the first two need levels on Maslow's hierarchy become
aware of and attempt to satisfy the third one in line—social needs. The need to be accepted and
included as part of agroup can be met by membership on aformal work team and being part of an
informal peer group that meets for lunch and gets together socially after working hours. In addition,
social needs
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are often met through membership in such nonwork groups as fraternal organizations, college
alumni and booster clubs, professional societies, service clubs, and, of course, relationships with
friends and family members.

The next higher need level, that for esteem or ego satisfaction, relates to one's desire for a sense of
value, self-worth, identity, and respect. This need level can be satisfied by a host of experiences,
including praise and recognition from members of higher management, promotion to ajob with
greater status and responsibility, a pat on the back by one's immediate boss, an achievement award
from a professional organization, or accomplishments that have nothing at all to do with work per
se, such as excelling at a satisfying hobby such as restoring classic cars, moonlighting as a published
novelist, or becoming a nationally recognized authority on Siamese cats.

The highest need level of all, saf-fulfillment, is onethat's rarely attained. Thisis the need to fedl that
you're getting all you can out of your life's experience.

Maslow estimated that only about 10 percent of people are truly self-fulfilled at any given time.
Moreover, people who do feel genuinely self-fulfilled for the moment discover that the feeling is
only temporary. The novelty of the experiences that presently make them self-fulfilled wears off as
time goes by, and they begin searching for other experiences that will provide the challenge, variety,
and fulfillment they crave. It's like Alexander the Great, who reportedly sat down and cried because
he believed there were no new worlds to conquer.

Obviously, work cannot be expected to cover every need level on Maslow's hierarchy. If that were
possible, people would rather work than do anything else—which isn't very likely. Nevertheless,
people who are well matched with their work find that their jobs can go far toward covering
Maslow's two lowest needs (physiological and safety needs) and can also contribute—along with
other experiences, pursuits, and relationships—to fulfilling his three higher-order needs as well.
Managers at every level are challenged to create the kind of corporate culture and working
environment that hel ps people who are basically well matched with their work satisfy as much of
those higher needs as possible on the job. As mentioned earlier, teamwork can help employees
satisfy some of their social needs, while a sugges-



Document Page 1 of 1

Page 106

tion system that acknowledges and pays cash rewards for improvements in work processes and
products could simultaneously help to satisfy a combination of physiological, esteem, and self-
fulfillment needs.

A Motivator's Tool Kit

When the chemistry is right between people and their jobs, various motivational tools may cause
them to put their best efforts behind what they do. Each of these toolsisin synch with McGregor's,
Herzberg's, and Maslow's theories of motivation.

Delegate Authority

Delegation, which you learned about in Chapter 7, can be a motivating force when it's applied at the
right time, in the right place, to employees who basically like their jobs.

Delegating authority is one of the most powerful and meaningful ways that managers can express
their faith and confidence in people. Symbolically, delegation says "l trust you," "I believe you'll do
your best,” and "I think you'll use sound judgment,” all of which makesyou a Theory Y manager
according to Douglas McGregor.

Delegated authority also provides some of Frederick Herzberg's motivational factors. For example,
authority gives employees an opportunity to grow within their jobs, test their own ideas, expand
their skills and know-how, and gain experience that helps them become more confident, competent,
and promotable. Delegation can be an exhilarating and highly motivating experience; giving people
authority makes them feel important, respected, trusted, and valued, which goes far toward
satisfying Abraham Maslow's esteem and self-fulfillment needs.

Give Praise for Work Well Done

A well-deserved pat on the back at the right moment can be motivating. People know when they've
exceeded expectations, and they hope their boss will recognize their efforts. Sincere praise and
congratulations for outstanding performance stimul ate some workers to increase their attempts to
exceed their personal best.
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Job Enlargement

Full-scale job enlargement requires top-down management commitment and support. Depending on
your operations, authority, and budget, however, you might be able to enlarge some jobs under your
control in alimited way and enhance your employees performance accordingly.

Job enlargement changes a job's content and breadth to make it more meaningful. For example,
instead of having employees assemble several parts, you could enlarge their jobs by having them
build entire units, run quality-assurance tests, repair any defects, and put their names on each unit
before sending it on to the next department. Enlarged jobs are more satisfying; people feel gratified
by the closure that comes from doing a comprehensive set of tasks from start to finish.

If you think that job enlargement requires a change in training and compensation, you're probably
right. Employees who are given more responsibility must be trained to handle the additional tasks,
and they'll rightfully expect to be paid for the increased responsibility. For this reason, job
enlargement may not fall entirely within the scope of your authority. The concept has outstanding
motivational potential, however, and many organizations have used it with excellent success.

Participative Management

This motivational tool can be used by any manager who decides to let employees have a greater
voice in decisions that affect their jobs or the structure of the work itself. Participative managers
lead democratically. They let their people have a say in relevant decisions, and many employees will
be motivated to exercise more initiative and creativity because they know the boss will listen and
respond to what they have to say.

Faced with the prospect of laying off employeesto stay profitable in arecession, managers at a
small glass manufacturing company took the situation to the rank and file. "We have to cut costs by
X percent," they said. "The traditional way to do thisisto lay off some of our people, but we don't
want to do that if you can find another way. If you can recommend any workable way to cut costs as
much as we need to, just tell us; we'll listen.”
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The employees met on their own time, discussed the problem, and finally suggested that everyone
take a voluntary pay cut. Although this meant less money, at least they knew they'd al have ajob
and the company would be able to show a profit. Management agreed, and the business survived
without laying off asingle person.

Job Rotation

Job rotation trains people to perform several different jobs within their area so they can swap
responsibilities and cover for each other when some are absent or on vacation. Although job rotation
obviously gives managers greater flexibility when making job assignments, the technique has
considerable motivation potential, too. Employees who can do several jobs instead of just one may
be more enthusiastic and motivated because of the variety. It's motivating to escape the same daily
grind. The occupational agility that comes from job rotation makes people interchangeable partsin
the best sense of the term. Knowing they can rotate among severa jobs often prompts employees to
invest more effort and zeal in what they do. There's also the motivating influence that comes with
enhanced job security. People who can do several different tasks are more valuable than colleagues
who know how to do one job only.

One of the more impressive examples of job rotation can be found aboard cruise ships, where the
same employees may be assigned to work at the check-in booth when new guests come aboard, run
the tenders that take guests ashore at ports of call, sell bingo tickets, and also work as dancers or
stagehands on the ship's entertainment staff.

Motivation and Morale

Any discussion of motivation should acknowledge the concept of morale. Although motivation and
morale aren't identical, they're closely related, and one can certainly influence the other, for better or
for worse.

Motivation is the tendency for employees to invest more of themselves in their work than they're
required to, whereas morale is the mental attitude that they have toward their entire work
experience. Moreover, morale can be expressed toward the entire company, the
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employee's specific department, or the job he or she is presently assigned to do. For example,
employees may feel indifferent toward their company, upbeat and positive about the department
they work in, and negative toward the projects they're working on right now.

Moraleis certainly not the same as motivation, however. People can have generally positive
attitudes toward their employer, department, and the jobs they're doing at the present time, yet not be
motivated to invest more effort in their work than they absolutely must.

When workers motivation and morale are in balance, they feel upbeat toward their work and they're
willing to do more than is absolutely necessary. When moral e exceeds motivation, employees are
happy to come to work (perhaps because of the pleasant background music, a nicely furnished
office, or a state-of -the-art desktop computer) but may goof off at every opportunity. The reverse,
however, israrely if ever true. It's unusual —perhaps impossible—for motivation to exceed morale
for very long. Management can't expect people who feel negatively toward their work to invest
much effort in it over the long haul. In other words, highly motivated employees tend to have high
morale, but people with high morale don't necessarily have high motivation.

It's important for managers to monitor the feelings of individual employees and work groups and
make every effort to minimize, if not remove, barriers to high morale. These barriers might consist
of:

- Higher management actions. Higher management may make decisions that are beyond an
individual supervisor's control, and those decisions can affect morale across the board. Downsizing,
merging two or more departments, transferring certain manufacturing jobs to low-wage plantsin
foreign countries, or moving one group of employees to another location despite the department
manager's objections could seriously affect employees morale.

- Changing business conditions. During economic downturns, employees can feel demoralized
when they see opportunities for advancement and hoped-for promotions disappear into thin air.
Their emotions may parallel those of grief-stricken family members who must cope with the death
of aloved one.

- Personal problems. Some employees lives read like poorly plotted soap operas. Employees can
feel generally depressed and alien-
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ated from work owing to external problems with spouses, finances, children, health, drug or alcohol
abuse, and a host of other factors that managers cannot control. Fortunately, many employers offer
employee assistance programs (EAPS) to help employees who may be temporarily overwhelmed by
circumstances regain their perspective and restore balance to their lives.
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Chapter 10
Appraising Performance

People usually want and need feedback about the quality of their work. Y our ability to evaluate your
employees performances objectively and constructively has a major impact on their success as well
asyours. But before we go too far, let's consider several suggestions that lay afirm foundation for
the appraisal process.

Managers who want to evaluate employees performance effectively:
- Have ajob description for each employee who reports to them.

- Set (or collaborate with employees to set) quantified or verifiable goals for each job wherever
possible.

- Maintain or have access to records that help them decide what type of training and development
activities would be appropriate for each employee.

- May create a performance diary and other records to document significant incidents and examples
that may be used to evaluate employees performance thoroughly and objectively.

- Consider self-evaluation as one potential way to gather information about employees' performance.

- Notify employees about substandard or unacceptable behavior or performance promptly and
frankly.
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- Refuse to draw unjustified opinions about employees based on their personal appearance and/or
personalities.

- Are less concerned about being liked by employees than about informing them of performance or
behavior that needs to be improved.

- Evaluate people over the entire work period instead of the past three or four months.

- Arewell informed about the resources their organization offers to help employees correct and
improve performance difficulties.

- Actively encourage employees to obtain the in-house and external training they need to correct
performance problems and develop their full potential.

Performance Appraisal—Why Do [t7?

There are many sound arguments in favor of appraising employees performance. Most
organizations do so to:

- Provide both employees and members of management with feedback about the success of previous
training as well as the need for additional training.

- Help employees develop and implement plans for improving their present performance.

- Decide whether rewards, such as pay increases, promotions, and commendations, are appropriate
or whether disciplinary action may be required.

- Identify areas for additional growth and the means by which to achieve it.
- Develop and enhance rel ationshi ps between employees and their immediate supervisors.

- Help employees clearly understand how well they have met their supervisors expectations and
achieved specific goals.
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Components of Appraisal Systems

Performance appraisal systems have two components: the criteria against which employees are meast
performance, job knowledge, and job-related behavior) and arating scale that shows the level that e
each criterion (such as Exceptional, Exceeds Expectations, Meets Expectations, Needs to Improve, or
from 1 to 10; or a percentage achievement from 1 to 100 percent).

Typesof Appraisal Systems
Appraisal systems may be categorized as subjective or objective, and many organizations may use a(

A subjective performance appraisal systemisone that either doesn't define the performance criteria e
open to some degree of interpretation. For example:

EXCEEDS MEETS NEEDS T
EXCEPTIONAL EXPECTATIONS EXPECTATIONS IMPROVI
Time
management
Attitude
Job knowledge

Communication
sKills

Notice how subjective the above criteria are. What is meant by time management, attitude, job knowl
skills? Where would you draw the line between one of the five performance levels and another? Inste
about an employee's performance, subjective appraisals tend to trigger debate between managers and
respective definitions of performance levels and which specific criteria should be rated. Subjective at
cause managersto unfairly compare employees to their coworkers, meticulously record each workpla
minor), and allow positive and negative personality traits to unfairly influence an employee's rating.

Objective performance appraisal systemsare superior to their subjective counterparts because objecti
performance
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criteriaand methods of measurement. Objective performance criteria might include, for example,
productivity, turnover, quality, absenteeism, and safety. Ratings are based on specific objectives that
the employee was responsible for reaching.

An example of a subjective performance appraisal form appears as Figure 10-1. Note that it has a set
of definitions to help clarify performance standards and reduce subjectivity somewhat.

Directions: Circla the appropriate categary based an the following definitions.
PERFORMANCE DEFINITIONS

ExcerTionaL: Emplayaa's parfarmance is consistently extraordinary and well
above established standards. Performance significantly contributes 1o meeting
depar tmental goals.

Exceens ExpecTarions: Emplovee's performance is consistently higher than
expectations and standards and damanstrates outstanding initiative, judgment,
productivity, and problem-salving ability.

MEeeTs Expectations: Employee™s performance consistently meels, and may
occasionally exceed, job reguirements. Such performance is routinely expected
of employees who possess the education, training, and experience to ocCoupy
this position.

Meeps To IMpROVE: Employee’s performance falls short of expactations in $ome
critical areas and meetls axpactations in other areas. Employes clearly needs
additicnal development and improvemeant in arder to meet routine performance
e pectations.

Unsansractory: Emplovee's performance consistently falls below minimurm
expectations or requires constant supervision, Performance must improve sig
rilficantly within an allotted times.

PerFormARCE CRITERIA

Determination: Displays persaverance, motivation, commitment, and ambition.
Achieves results even when faced with obstacles.

EX EE ME | u
Learning ability: Able to grasp and apply new jobrelated skills, concepts, and
procedures,

EX EE ME Ni u
Relations with coworkers: Demonstrates the ability 1o infllence othars gver whom

he or she has no direct authority, Builds suppert networks amang colleagues in
urrelated departments and applies persuasive skills as necessary 1o achieve goals,

EX EE ME NI u

Figure 10-1
Performance Evaluation Form

(Figure continued on next page)
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(Figure continued form previous page)

Ability to work under pressure: Combines determination, coping technigues,
and engrgy to maintain or improve parformance under adverse and challenging
conditians.

EX EE ME M u

Decision making: Makes sound judgments and takes approprigte action using
experence, gritical thinking, and logical analysis of the circumstances at hand.
Aeoeptas responsibility for the results,

EX EE ME NI u

Communications: Demonstrates the ability to listen, understand, and react
openly to others. Employs appropriate written and speoken communications
channals effectively 10 achieve desired results. Written and spoken communi-
cations are grammatically and technically correct,

EX EE ME NI u

Goal setting: Sets realistic goals that may be reachad with determination and
conscientious, consistent effort,

EX EE ME Mi u

Employes development: Evaluates subordinates’ performance and potential
effectively. Delegates tasks and makes ad hoc assignments that encourage
their growth and development. Provides appropriate, timely feedback on perfor-
mance,

EX EE ME | I u

Motivational ability: Inspires subordinates to achieve ar surpass goals through
appropriate motivational technigques that are conducive to marale,

EX EE ME NI u

Management perspective and objectivity: Understands the impact that deci-
gions have on the work team, department, and company as a whaole,

EX EE ME Mi u

Adaptability: Responds positively to unforeseen abstacies, challenges, and
opportunities,

EX EE ME Ml u

Job knowledge: Possesses the experience, personal and professional
skills, and other resoUrces Necessary 1o carry out present responsibilities
effectively,

EX EE ME Mi u
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Quantify Performance Goals if Possible

Quantified goals are highly objective: There's little debate about whether employees reached them.
Goals may be expressed as a minimum or maximum amount or an acceptable range of performance
instead of an exact figure, depending on the nature of the work and the employee'sjob
responsibilities. For example:

"l plan to decrease customer complaints by at least 10 percent in the hardware department this year."
"I'm going to cut scrap and rework by 15 percent this quarter.”

"I'm going to increase the number of claims processed by a minimum of 8 percent per month."

"I intend to have no more than 2 percent of our work estimates returned because of mathematical errors."
"I will respond to 95 percent of all e-mail from customers within 24 hours."

"I will check voice mail from customers no less than three times a day and reply within four hours."

"Our team will inventory between 50 and 60 percent of the merchandise within five hours of arriving at the
work site.”

Expressing goals numerically instead of in vague or subjective terms helps to prevent positive or
negative bias on your part and enables employeesto focus their efforts and assess their own progress
clearly and precisely.

If goals aren't quantified, they should at least be verifiable. For example:

"Our department'’s print jobs will be free from smudges, smears, broken or fuzzy characters, and uneven
margins.”

"The supervisor will coordinate the work of field inspectors so that each facility isvisited at least once every
three months."
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"The employee will maintain the quality - assurance reports database in accordance with Policy 123.X6 of the
Department of Defense Subcontractors' Policy Manual."

"The employee will speak clearly and distinctly enough to be understood when taking customer orders by
telephone.”

Should You Keep a Diary?

Some managers use adiary to record major work-related incidents and meaningful, relevant
examples of employees performance that might otherwise dlip their minds from one work period to
the next. Such arecord ensures that you'll collect information throughout the entire work period and
produce a more objective, complete, and valid evaluation than if you relied on memory alone.
Without a comprehensive record, your ratings may be slanted toward employees most recent
performance. (Employees, of course, may try to cash in on that oversight by suddenly shaping up
severa weeks before their annual evaluation isdue.) A diary aso accumulates most of the
information you'll need to prepare evaluations in one place so you won't have to dig through files
and round up material from several sources.

If you decide to keep adiary, afew words of caution arein order:

- Keep the record in a safe location, preferably off company premises. If the record's saved on a
computer disk, lock the file with a code that snoopers can't crack by trial and error. Don't use codes
that others might figure out, such as your license tag or house number.

- Record factual data about behavior and performance. Avoid using the word "attitude”; it's too
nebulous and subjective. As one manager said, "l doubt that | could observe anyone's attitude, but |
can certainly observe their behavior." Don't allow your positive or negative perceptions or feelings
about an employee to distort your objectivity or bias the information you're recording.

- Make sure to record positive information. If you don't make a conscious effort to include some
"attaboys,” your diary may deteriorate into a hit list of criticisms and mistakes.
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- Update your information daily or weekly to ensure an ongoing and consistent record.

- Purge older information after it becomes outdated so it won't influence your judgment about more
relevant and recent performance.

Consider Self-Evaluation

Some managers ask employees to evaluate themselves as a preface to the formal review. In addition
to being a constructive experience for your people, this practice broadens the base of information
you can use to prepare the official evaluation.

Asfar as employees are concerned, evaluating themselves tends to make them think more critically
about their progress and achievements. In addition, they're required to view their performance from
your perspective as well as their own. Self-evaluation aso gives them an opportunity to inform you
of accomplishments, recognition, and problems you might not be aware of.

Asfar asyou're concerned, this practice offers several benefits.
- Self-evaluation creates a new channel of communication with your staff.

- Y OU come across as a participative manager who both encourages and expects employees to take
an active role in the appraisal process.

- Self-evaluation helps you confirm or modify your opinions of your people's performancein light of
new information provided by them.

Employees may abuse or be misled by a self-evaluation policy, however, unless you make at least
two ground rules,

First, require them to supply quantified (or at least verifiable) support for their own ratings. If you
don't, some employees may give themselves a much higher rating than they really deserve. Refuse to
accept what they say about themselves at face value. If they can't justify their own ratings, you'll be
obliged to lower their inflated opinions with evidence of your own.



Document Page 1 of 1

Page 119

Second, clarify that this opportunity isaprivilege, not aright. Their self-evaluation isjust one of the
sources you may use to make the formal appraisal more thorough and accurate.

Nip Pending Problemsin the Bud

One of the best waysto help your staff members earn justifiably high performance reviewsisto tell
them about unacceptable behavior or performance ASAP. This gives them the opportunity to correct
problems before they end up on the record. For example, an employee who suddenly starts returning
late from lunch or handing in sloppy work should be promptly informed of the problem and its
potential impact on the annual review. This practice is better than |etting the situation drag on for
several months, dropping the bomb at evaluation time, and having the upset person ask, "Why didn't
you tell me about this sooner?"

Pitfallsto Avoid

Performance appraisals are subject to severa avoidable hazards. Y ou can navigate around them
successfully, however, once you know what they are. See Figure 10-2.

Lenicnocy l

Central

Tendency Recent Behavior

and
Negative Impressions

Focus on |

The "Halo Effect” I

Figure 10-2
Performance evaluation pitfalls.

- The™halo effect” and negative impressions. In performance appraisals, asin hiring, managers
have to guard against forming positive or negative opinions based on someone's personality traits or
personal appearance. Concentrate on evaluating how well the employee met clear-cut performance
goals. That's the key issue here.

- Leniency. Some managers tend to be permissive because they feel awkward or embarrassed about
discussing performance deficiencies with their staff members. Although these feelings are under -
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standable, your responsibility to level with substandard performers and counsel them about
improving comes with the management territory.

Everyone suffers from alenient appraisal sooner or later. Employees, who may know full well that
they're not working up to par, can lose respect for a boss whom they consider too wimpy to confront
them. The organization doesn't get afair return on its investment in these low performers. And the
employees themselves may get afalse sense of security. Imagine their shock the first time they're
rated by a no-nonsense manager who knows they're slacking off and tells them so.

- Central tendency. This pitfall, a second-cousin of leniency, is the inclination to rate everyone's
performance as acceptable. Central tendency does an injustice to outstanding performers because
they're denied the recognition and praise they deserve. At the same time, their underachieving
coworkers are allowed to slide by with acceptable ratings.

- Focus on recent behavior. Recent behavior is easiest to recall, but it tells only part of the story.
Y our evaluation should assess performance for the entire period of time since the last rating, not just
recent events or achievements.

The Evaluation Conference

Although some managers consider evaluation interviews a necessary evil, the information that's
exchanged during this discussion can be extremely important to your employees. Most of us are
anxious to know how our boss thinks we're doing, so give this meeting the respect and effort it
deserves.

- Plan ahead. Set a mutually convenient date and time. Tell the employee what you're going to
discuss so she arrives emotionally prepared. Avoid scheduling the meeting on a birthday, wedding
anniversary, Friday, or just before the employee's vacation. This gives too much time for anxiety to
build. People are in a better position to address their shortcomings when they know they can attack
them first thing in the morning.

Review the person's job description and records (including the above-mentioned diary and self-
evaluation material, if used). Reflect
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on the employee's duties and responsibilities, major projects completed or pending, agreed-upon
goals for the past work period, training, experience, specia skills, and such qualities asjob
knowledge, overall work quality, planning and organizing skill, initiative, ability to work well with
colleagues, problem-solving ability, and other performance-based attributes.

- Consider arrangements and technique. Ensure privacy. Hold all telephone calls or retreat to a
quiet location where the two of you won't be interrupted. Don't postpone or reschedule a conference
unlessit's absolutely necessary. Putting it off diminishes itsimportance and frustrates employees
who naturally want to get it over with.

Some managers like to take a " criticism sandwich" approach. Open the interview by praising
outstanding accomplishments and qualities, then discuss areas that need improvement and precise,
tangible actions that the employee can take to correct or elevate performance in those areas. Close
the meeting with a restatement of strong points. Bracketing problems or weak spots with positive
feedback helps prevent employees from becoming overwhelmed by their deficiencies and blowing
them out of proportion.

It's vital to criticize constructively. In addition to pointing out areas where employees fell short of
their goals or need to improve, you must also tell them what specific things they can do to resolve or
eliminate the difficulty on future evaluations. Effective performance appraisers are coaches,
counselors, and collaborators. They're committed to helping people elevate their performance and
reach their true potential in the future.

Avoid vague and subjective phrases like "Y ou seem,” "It appears,” "l believe," and referring to the
person's "attitude" (which cannot be quantified or nailed down). Support your evaluation by citing
incidents, dates, times, and objective evidence of both strong and weak performance.

- Don't compare peers with each other. Comparing two subordinates by name ("Y ou should try to
be more like Smedley; he has excellent initiative and is the best performer in your group”) can cause
trouble. Singling out one person as arole model for the rest creates resentment toward the high
achiever. Instead, concentrate on how well the person you're evaluating met performance goals that
were established at the beginning of the work period.
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Beyond Appraisal

Performance appraisals are guidelines for success. They confirm strengths, reveal shortcomings, and
highlight employees needs for additional experience and training. No evaluation is compl ete,
however, without guidance and direction that will help employees strengthen notable weaknesses
and pursue excellence in areas that are presently sound. A complete appraisal should include a
program of personal development activities, created and agreed upon by both you and your
employee, that will correct weaknesses and develop or enhance future performance. These activities
may include, for example, registering employees in appropriate in-house courses or seminars and
encouraging them to enroll in external programs offered by the public school system, trade schools,
and community colleges. The effort you invest in devel oping outstanding team members will pay
dividends in the performance of your overall department and enhance the reputation and success of
everyone involved.

Revamping Performance Evaluation: The PPG Story

In conclusion, perhaps the clearest positive evidence of the value of performance appraisal isin the
story of PPG Industries, aleading manufacturer of chemicals, coatings, and glass. In the late 1990s,
PPG overhauled its traditional performance evaluation system and developed what the company
now calls the Performance & Learning Process (PLP). Fueled by PPG's " Challenge 2000" program
to elevate performance goals, the PLP system is geared to (1) help people find ways to improve, (2)
eliminate certain demotivating aspects of the old performance appraisal system and those that didn't
support on-the-job learning, and (3) focus more on factors that genuinely motivate people and help
them succeed.

The process was developed with input from some 8,000 executives, managers, supervisors/team
leaders, and individual contributors worldwide. People at all management and professional levels
were represented on the development and implementation teams. The development team also
interviewed and involved in panel discussions more than 200 employees at all levelsin North
American and Eurc-
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pean business units and functions to ensure that the final system fully represented all points of view.

A major part of developing the new performance eval uation system was identifying so-called
success factors—specific actions, behaviors, and thought processes that outstanding PPG employees
believed were key to helping them achieve their goals. These success factors were pinpointed
through a series of behavioral interviews with people who were identified as star performers at every
level, business unit, and function. Management also looked at the success of high-performance
organizations outside the company and added their success factors to the existing list where
appropriate. The devel opment team then reviewed the success factors with panels of employees and
finally senior management. PL P was launched worldwide in November 1997, when management
met with managers and professionals company-wide and trained them in the reasons for and
mechanics of the process.

One of the most satisfying results of the new PLP processis that it enables management to connect
learning with performance and demonstrate that training is not a cost. It's an investment that pays off
on the job for both managers and their employees. When employees master agreed-upon skills or
success factors that are known to cause high performance, higher results are ensured. Employees
have since set and accomplished learning goals that resulted in their being able to sell a product or
Idea, solve a problem, improve arelationship, or carry out other job responsibilities to a degree that
they hadn't been able to do before. The new process also calls for some minor changesin PPG's
compensation system that allow managers to have more discretion to reward employeesin their
business units based on high performance. The system makes more money available for high
performance, and places less emphasis on paying everyone at the going rate for the job.
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Chapter 11
Discipline, Grievances, and Terminations

No matter how carefully you apply the techniques you've learned so far, you'll eventually have to
discipline employees, respond to their grievances, and (unfortunately) terminate some of them.
Although these are among the most unpleasant duties that managers face, they come with the
territory. As one chemical company executive put it, " Supervisors are rated on their willingnessto
assume and discharge the functions of management. { Discipline, grievances, and terminations are}
functions of management.” The information in this chapter will help you carry out these functions
effectively and minimize their inherent stress and conflict.

Discipline
You've aready |earned about several practices that minimize the need for discipline: careful hiring,
detailed and thorough orientation, effective leadership, and informing employees of unacceptable

performance or behavior as soon as possible. Unfortunately, these measures cannot ensure that
people will do what's required of them voluntarily or behave acceptably on the job.

The Hot Stove Rule

Managers who discipline employees have been aptly compared to a hot stove. They should:
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- Provide warning. (A hot stove sizzles before it burns.)
- Act promptly. (A hot stove doesn't wait to respond.)
- Be consistent. (A hot stove always burns.)
- Make the penalty fit the offense. (A hot stove burns by degrees.)
- Beimpartial. (A hot stove burns everyone.)
- Make no apology. (A hot stove doesn't say "I'm sorry.")

- Behave unemotionally. (A hot stove doesn't get upset or lose control.)

Stress Penalty, Not Punishment

Punishment carries a hint of vindictiveness. A penalty, on the other hand, is a cost that your
organization requires errant workers to pay for the negative impact their unacceptable behavior has
had on their department, their work team, or the overall organization. The damage may include lost
working time, endangering or obstructing the work of colleagues, offending customers, increasing
scrap and rework, decreasing productivity, or causing physical destruction of equipment or facilities.

Discipline should be corrective and forward-looking. Y ou hope the penalty that disciplined
employees must pay will cause them to display appropriate behavior in the future.

Be Fair but Firm

No matter how much you might like the wayward worker, you're obliged to be a "hot stove"
manager when employees break the rules. Looking the other way or postponing your response will
be interpreted as weakness or bias by the people you supervise. They may feel contemptuous toward
you and hostile toward the employee whom you let off lightly.

Make policy the scapegoat for your disciplinary action. As a member of management, you're
obligated to carry out al the policies that pertain to your job. Implying that you have discretion in
the matter makes you atarget for the disciplined employee's rage, which, recent events confirm, may
become homicidal.
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Don't focus attention on yourself with phrases such as "l don't understand why . . ." "I have no
choice..." "I'mrequiredto..." or "l simply can't..." Those"I" references make you alightning
rod for the disciplined person's hostility. Instead, use neutral expressions such as "Policy requires
that . . ." "Work ruleswill not permit . . ." and "The company cannot allow . . ."

Precautions
Supervisors should take certain precautions before acting on an apparent breach of policy or rules.

First, if you have any doubt about what to do, check policy and procedures (especially the labor-
management contract, if you're working with a union employee) for guidance on how to proceed. If
those sources give you no clear direction, check previous disciplinary cases or ask a higher authority
to seeif aparallel situation has occurred in the past and how it was handled. If you find no
precedent, proceed with care and exercise the best possible judgment. Y our response to this offense
may become a precedent for future managers to follow.

It's also agood ideato inform your supervisor of the action you intend to take and get his or her
confirmation and support. Doing so before the fact helps to ensure that you agree and that your boss
won't reverse your decision if the employee files a grievance.

Second, verify that the employee has actually violated a policy or rule. Many times supervisors who
have seen what appeared to be a violation and wrongly accused employees ended up as the butt of a
practical joke. One new manager who tended to shoot from the hip chewed out a group of
employees at the top of hislungs when he found them working without hard hats. They smiled and
chuckled, which only made him more furious. Then one of them reached up and flicked the "Hard
Hat Area’' sign off the wall with his finger. Someone had posted it with Scotch tape just to bait the
fledgling supervisor—and he certainly rose to the occasion.

Third, take alesson from the manager in the above example and keep your composure. Counting to
ten or taking awalk to cool off may help. Y ou can't hope to control a situation if you can't control
yourself.

Fourth, make no physical contact with the employee. Even a simple conciliatory gesture like placing
your hand on the person's arm or shoulder could be accidentally (or conventiently) interpreted as
any-
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thing from simple assault to an inappropriate touch that constitutes sexual harassment. Either claim
could land you and your company in court. If you're dealing with a highly volatile person, he or she
may elect to use your well-meaning physical contact as an excuse to retaliate in kind, which could
escal ate the exchange into an all-out physical assault. If the situation permits, sit down behind your
desk and stay there. It's harder for one party to engage in threatening physical behavior when the
other party is seated.

Finally, ask yourself, "Why must | discipline this employee?' and answer that question clearly and
factually. Doing so will help you place your intended action into a framework, develop a sound

rationale, and avoid charges of acting arbitrarily, all of which reinforce your reputation as an even
handed, level -headed supervisor.

Disciplinary procedures will usually require you to create arecord of the incident and your actions
In case the employee decidesto file a grievance or take legal action. One example of adisciplinary
report appearsin Figure 11-1.

To: Department Manager

From: ___ Date:
e [ Emploves’s Marme|
The: fellowing offensals) occurned on the above date:

__ Faiture to comply with Discourtesy to customers or

graoming standsrds COWarKErs
____Unreported absence _ Use of gbusive or checens
language
Unauthorized use of company - Leavirg work site without
property permission
__ Destruction or abuse of company . her
prager by B

Viclation of company or =
deparimental policies, procedures,
of rules

__Horseplay
_ Tardiness
Insubardination
__ Defective or improger production
_ Reporting for work under the influence of drugs or alcohol

_Failure to carry oul a direct order

Figure 11-1
Manager's disciplinary report.

(figure continued on next page)
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(figure continued from previous page)

Supervisor's Camments [Record all facts in detail)

The above offenseds) have been noted and recerded in the employes’s personnel
file as of the above date.

Offense Number: 1 2 3 4
Recommended action:
Warning ard reprimand
Cizciplinary layall

Cischarge

Supervisor's Signature

| acknowledge that | have received and
read a copy of this report,

Employes’s Signature

Gather Evidence

Most organizations consider employees innocent until proven guilty, so you'll need to supply proof
of the alleged violation. Y ou'll look foolish if you go off half-cocked, overreact, or make vague
allegations that fall apart under scrutiny.

Assemble documented evidence and/or reliable testimony about the employee's infraction from
witnesses who are willing to confirm that the incident took place. This material can be critical to
your case if you're called upon to defend yourself to higher management or in an arbitration hearing.

Progressive Discipline

Progressive discipline is auniversal practice today. It typically starts with an oral reprimand and
policy restatement for minor offenses and escalates to more severe action depending on the gravity
and frequency of the infraction. Here's a representative example.

Critical Offenses

Actions that justify immediate discharge are considered critical offenses. The employee will be
suspended for no longer than three
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workdays while management investigates the incident. If circumstances do not excuse the
employee's actions, the employee will be terminated without notice. For example:

- Theft or dishonesty

- Assaulting, threatening, or intimidating customers or coworkers

- Willful damage of company property

- Unauthorized possession of weapons or explosives on company premises

- Possessing, consuming, or being under the influence of intoxicants, narcotics, or nonprescribed
barbiturates on company premises

- An absence of three consecutive scheduled workdays without proper notification or five 1-day
unexcused absences without notification in any 12-month period

- Altering one's time card or the time card of another employee
Major Offenses

Although less serious than critical offenses, these actions require first offenders to be suspended for
no more than three workdays. A second major offense will result in discharge. For example:

- Committing two serious offenses within a six-month period

- Safety violations that could cause harm or injury to customers or employees or major damage to
equipment

- Sexual, national origin, or ancestry harassment
- Gambling on company premises
Serious Offenses

These offenses require the manager to place awritten warning in the employee's personnel file. A
second serious offense will result in suspension, and a third will result in discharge. For example:

- Failure to use safety devices or equipment or to comply with safety precautions



Document Page 1 of 1

Page 131
- Smoking in restricted areas

- Work performance that does not meet established standards (examples. misuse of time and
loitering)

- Repeated or continued minor offenses (more than three in any three-month period)

- Use of obscene, intemperate, or abusive language

- Removal of company property from the premises without written authorization

- Interfering with or purposefully distracting another employee during job performance
Minor Offenses

These arerelatively insignificant breaches of policies or rules that can be corrected without serious
disciplinary measures. Offenders receive an ora reprimand for the first offense, awritten warning
for the second, suspension for the third, and discharge for the fourth. For example:

- Unexcused tardiness

- Excessive break time

- Failure to observe a supervisor's instructions

- Attending to personal business on company time
- Disorderly, loud, or unruly conduct

- Minor damage to company property

If no further disciplinary action is required within one year of awritten warning, the warning is
removed from the employee's file and the disciplinary cycle starts over.

Y ou can help your company improve its working environment and minimize turnover and
grievances by tabulating the reasons for disciplinary actions over a period of time. Repeated
violations sometimes indicate policies, procedures, and rules that have become unrealistic in today's
business environment, are widely considered unrea-
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sonable, or have been written in vague language that may be interpreted in one of several ways.

Frequent disciplinary action may also be a symptom of unclear performance standards or
information that was either poorly explained or simply not discussed during new employee
orientation and training. In such cases, management can eliminate the need for discipline altogether
by addressing the root cause of the problem.

The Disciplinary Conference

A disciplinary conferenceis second only to atermination interview in its volatility. Since no two
situations or employees are identical, there's no seamless set of guidelines for what you should say
and do. What follows are eleven general recommendations based on common sense, prudence,
insight, and empathy.

1. Evaluate the circumstances surrounding the incident. For example, did the offender understand
that apolicy or rule was violated? Does the situation tend to encourage infractions? (For example, if
your organization gives employees five unexcused absences each year, you can be pretty sure they'll
take advantage of them.) Might inadequate orientation, training, or supervision have contributed to
the problem? Situations that seem to be causing repeat violations should be called to higher
management's attention.

2. Review evidence that confirms the offense and that can be used to justify your action. This may
include, for example, production records, time sheets, samples of unacceptable work, or testimony
from witnesses. Be sure to provide dates, times, and places.

3. Follow proper protocol. Meet privately, so your remarks won't be overheard. Maintain steady eye
contact. Outline the facts of the matter calmly and clearly.

4. Criticize the conduct, not the person. The message you send should be, "Y ou're not an
unacceptable person, but your behavior was unacceptable. It violated the rules of our organization,
and it must change."

5. Ask the employee to explain why he committed the offense.
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Although this cannot excuse what happened, at least you've listened to the employee's side of the
story.

6. Don't allow the discussion to wander off on personalities, speculation, unfounded allegations, or
other "red herring" issues. Stick to the facts.

7. Define and provide examples of acceptable performance. Clarify what the employee must do to
resolve the problem permanently.

8. Be constructive. Work toward correcting, strengthening, and improving future conduct, not
punishing prior conduct or "getting even."

9. Inform the offender of the steps that must be taken now and those that may be required later
according to your organization's disciplinary procedure. Make sure the person understands that these
steps must be followed without fail.

10. Conclude the conference by assuring the employee that you're available to answer any questions
about what constitutes acceptable behavior. Express your confidence in the person's ability to
resolve the problem permanently and successfully.

11. Make an informal record of the conference for your own files while the experienceis still fresh
in your mind. Summarize your comments, the employee's responses, and other relevant information
that might be important if the person files a grievance or doesn't take the necessary action.

Grievances

Grievances can arise from some situation or experience that |eads employees to believe they've been
treated unfairly or illegally or disciplined in away that was contrary to established policies,
procedures, or rules. Most grievances tend to arise from the following types of situations which
management should attempt to prevent whenever possible.

- Failure to promote qualified employees into higher-level job vacancies

- Inadequate or poorly maintained machinery or equipment
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- Unnecessarily complicated or confusing wage and salary systems
- Incompl ete or confusing communications between employees and supervisors
- Making unfair or unreasonable work assignments
- Supervisor bias
- Reprimanding employees in the presence of others
- Nonexistent, vaguely worded, or ambiguous policies, procedures, or rules

- Penalizing or holding employees responsible for productivity or quality problems that are beyond
their control

- Supervisor's theft of employees' ideas and suggestions
- Unhealthy or unpleasant working conditions

- Unequal pay for the same work

- Failure to act promptly on employees complaints

- Age, gender, or racial discrimination

- Sexual harassment

Every organization needs a grievance procedure that employees can follow to register their concerns
with higher management. The fact that a procedure exists and employees know how to use it
minimizes morale problems and confirms that management is committed to fair play and due
process. In addition, a grievance procedure can:

- Provide a safety valve for complaints.
- Reduce employees fear of reprisal from supervisors with whom they've had conflicts.
- Disclose problem areas in the organization that have escaped management's attention.

- Settle minor complaints before they grow out of proportion and escalate into a crisis of major
proportions.
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Proactive managers realize that it's best to act promptly on grievances and resolve them ASAP. In
doing so, they should:

- Be easily accessible so employees can discuss concerns without getting the run-around or being
buried with red tape (such asfilling out lengthy forms or following a long, drawn-out procedure).

- Listen with an open mind.

- Ask open-ended questions that encourage employees to provide details and unburden themselves
completely.

- Avoid expressing opinions until they've gathered all relevant facts.
- Work together to develop a definition of the complaint that's acceptable to all partiesinvolved.
- Gather information from each party to the grievance privately.

- Aswith disciplinary actions, consult the labor-management contract, policy and procedures
manual, and higher management for guidance if necessary.

- Consider the impact that their action might have on other departments and employees, especialy if
it sets a precedent.

- Meet privately with the employee(s) in question when they've reached a decision and make a
forthright reply to the complaint. Describe and justify any actions they plan to take to resolve the
grievance.

- Inform employees who are dissatisfied with the decision of additiona steps they may take without
fear of threats, reprisals, or prejudice.

Grievance procedures vary between union and nonunion companies. The grievance procedurein a
nonunion company may look like that in Figure 11-2.

Most organizations have atime limit for filing appeals and reaching decisions so an issue won't be
dragged out indefinitely or grow more serious because employees believe management is dragging
its feet. Although most grievances are settled at lower levels in the process,
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plint or office executive

f

T Canference with
supervisars manager

I

Canfarence with
suparyiiorn

| Conferance with top-lavel

Figure 11-2
Grievance procedurein a
nonunion organization.

steps that involve higher management should be included in case of a stalemate. The grievance
should be placed in writing at the first level to establish and focus on the facts of the matter and
prevent concerned parties from modifying their stories later to suit the circumstances.

The grievance procedure for unionized organizationsiis clearly described in the [abor-management
contract. Figure 11-3 shows atypical grievance procedure for unionized firms.

Arbitration |

T.

Conferance between top managament
and top union officials

Conferance batween local managemeant
and lacal unlon officials

Conferance batween
supervisor and unien steward
il

Conference with
supervisor

Figure 11-3
Grievance procedurein a
unionized organization.

Terminations

Terminating employees is the most stressful and unpleasant task that managers face, but virtually
every one hasto deal with it sooner or later.

Most of the guidelines that relate to discipline apply to terminations, too: be fair but firm; follow
policy and procedure precisely; and gather indisputable evidence of the conduct that makes the
termination necessary. Once you've completed each step in your organization's disciplinary
procedure, or if the offense calls for immediate termination, then you've reached the end of the line.
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The Termination I nterview

The termination interview is a classic no-win situation. The employee is going to be fired, and
you've got to do it. About all you can do, then, istry to make the best of a bad situation.

- Review your records to refresh your memory on the issues, events, and conferences that led up to
and justify this climax. Confirm that policy was followed to the |etter.

- Inform your boss before you act. If the employee appeals your decision to a higher level, your
supervisor may have to discuss and defend your action.

- Some organi zations encourage managers to rehearse the termination interview with a human
resources department employee first. If yours has such a program, use it. Role-playing the interview
helps you refine your comments, clarify your thinking, anticipate the person's reaction, and place
yourself in a better frame of mind for what's ahead.

- Notify the proper people, including your supervisor and the security department, if you believe the
terminated employee may threaten you or commit bodily harm. Recent highly publicized events
confirm that employees who are missing afew beads from their abacus may turn homicidal when
terminated.

- As with discipline, make the employee's conduct and your organization's policy responsible for the
termination. References to yourself make you atarget for hostility.

- Dedl in facts. Don't let the interview deteriorate into an argument about personality differencesor a
pleafor leniency. ("Thiswill destroy my career.” "I tried my best but you don't like me." "'l have a
large family to support.”) By definition, offenses that require termination have gone too far to
salvage. A clean break is better than a bad tear.

- Plan the interview so it won't fall on a Friday, after the employee returns from vacation, or the
person's birthday or anniversary. The experience of being discharged is devastating enough asit is.
(One terminated employee tried to rob a bank shortly afterward and was shot during the attempt.)

- Try to limit the interview to no more than ten minutes. Hold
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the meeting away from your office; it's easier to conclude the discussion that way.

- Déeliver the news clearly and unemotionally.

- The same protocol suggested for disciplinary interviews certainly applies here. Handling
terminations firmly, fairly, and gracefully improves your reputation with everyone el se who works
for you.

- Collect the employee's identification card, name badge, vehicle and office keys, confidential files,
and company property such as alaptop computer, product samples, selling aids, and instruments or
materials that the person may have used off the premises. If the person has access to computer files,
cancel the password or access code ASAP.

What Happens Afterward?

Traditional doctrines, such as employment at will and firing for just cause, have been turned upside
down by recent court decisions. The American Civil Liberties Union reports that the average jury
verdict in wrongful termination lawsuits now exceeds $500,000. That's ample reason to handle
terminations as smoothly and skillfully as possible.

Leave a paper trail to document that everything was handled correctly and "by the book." This can
be vital to your organization's defense if aterminated employee takeslegal action. File all the
material that you accumulated on the incident in a safe place and hope you won't need it.

Refuse to discuss any aspects of the termination or the employee's performance or conduct with
third parties such as other employees or prospective employers. A manager who states or even
implies anything negative about aformer employee to a prospective employer may be flirting with a
lawsuit; the costs of defense can be enormous. Fired employees have successfully sued former
employers on such grounds as defamation of character, slander, intentionally inflicting emotional
distress, invasion of privacy, and even "abusive discharge.”
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Chapter 12
Communicating for Success

Communication could be defined as the act of transferring a message and its meaning to one or more
people. Sounds simple, doesn't it? In the real world, however, communication can pose major
chalenges.

Figure 12-1 isadiagram of the communication process. In two-way communication, the parties
alternate the roles of receiver and sender, exchanging messages through assorted barriers. Feedback
enables each party to confirm the other's meaning and work toward understanding.

Transmits Through assorted
Sender H measage - Batar= "k ]».-l[ Racdlver

Feedback allows
recelver to confirm
the message that

wias recelved

Figure 12-1
The communication process.

The Importance of Feedback

Communication involves three messages: the message you intended to send, the message you sent,
and the message that the other party received. That fact alone makes feedback necessary so the
sender can (1) verify if the message the other party received was clear and (2)
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eliminate any confusion caused by the communication barriers discussed later in this chapter.
Y ou can obtain feedback in several ways.
- Ask gquestions to verify that the receiver understood the details of your message and its meaning.
- Ask the receiver to summarize the message that he or she received either orally or in writing.

- Be alert to nonverbal clues that indicate your receiver is confused or has misinterpreted your
message's meaning.

Train yourself to listen, not just hear. Use open-ended questions and requests that draw people out
and prompt them to speak their minds. For example:

"How do you feel about . . ."

"Tell me what you think we should do.”

"What would you change about this if you could?"
"Please give me your opinion; | really want to know."

"l can't fix the problem until | know what it is. Will you level with me?"

In addition, act asif you have al the time in the world. Avoid glancing at your watch or asking
people to "walk and talk" as you hurry down the hall; alternatively, postpone a conversation until a
time that's more convenient for you. If you want honest feedback, you've got to care enough to
demonstrate your sincerity not only in what you say but also by how you look, sound, and act while
you say it. If people think they're inconveniencing you or that you have more important things on
your mind, they'll cut the conversation short—and you'll be the loser.

Finally, master the body language of a good listener. That includes:
- Steady eye contact
- An attentive, thoughtful, and concerned facial expression

- Occasional supportive nods and words that keep the conversa-
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tionflowing ("Yes," "l seg," "Oh, redly?' "l understand,” "Please go on; I'm listening™)

Nonver bal Communication

In addition to spoken and written words, meaning is transferred through nonverbal methods.
Supervisors must be able to interpret a variety of "body language,” which includes:

- Facial expressions. People's faces reveal such feelings as confusion, hostility, reluctance,
enthusiasm, humor, suspicion, and thoughtful ness.

- Voice tone and inflection. Many feelings that people reveal through their facial expressions may
also be confirmed by their voice tone and inflection. For example, read the following sentence and
emphasize a different word each time. Notice how inflection changes the meaning: That's an
interesting idea. That's an interesting idea. That's an interesting idea.

- Eye contact. Direct eye contact communicates confidence, honesty, and sincerity. Shifty-eyed
people may be unconsciously communicating guilt, dislike, evasiveness, uncertainty, or avoidance
of conflict.

- Gestures. The movement and position of someone's arms, legs, and overall body attitude
communicate feelings. For example, people who feel positive about your comments may lean
toward you, clasp their hands on top of the desk, raise their eyebrows, or give an occasional nod. On
the other hand, people who disagree with you or feel skeptical may lean back in the chair, cross their
legs, fold their arms across their chests, and look through dlitted eyelids—all of which are nonverbal
clues that they're shutting you out.

Experienced supervisors rely in part on body language to assess employees general morale. For
example, if you see employees moving about the work area with their heads hanging, dragging their
feet, avoiding eye contact, and wearing gloomy expressions, they may be unconsciously
communicating negative feelings about some aspect of their work.
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Barriersto Success

Successful communication can be torpedoed by several mental and verbal barriers. Once you learn
to recognize them, you'll take a big step toward improving your person-to-person communication
skills. See Figure 12-2.

Inference- Frozan
obsarvation cwalitlon
caonfusion
I Painting
Bypassing | and
| associnting
|
| Allnss Blindoring
|
| Indiserimination Your status
I of posaition
I Hi:lslsh:.l-rl_cu
Folarlzation to
| change
Figure 12-2

Communication barriers.

I nference-Observation Confusion

This happens when you infer more than you've actually seen (or heard) about a situation. For
example, a superintendent ordered a man who was walking through a construction site to go and get
a hard hat. The fellow laughed and kept on going. Then the manager flew into arage and told him
he was suspended for three days for breaking a safety rule. "Take a hike, you idiot," the guy said.
"I'm just cutting through here on my way to the store!™

When Lever Brothers mailed out more than 50 million samples of its new Sun Light dishwashing
detergent, some 1,000 consumers used it on salads and in drinks despite the fact that the |abel stated,
"Caution: Harmful If Swallowed.” They incorrectly inferred from the product's scent, the picture of
lemons on the label, and the words "real lemon juice” that it was lemon juice instead of dishwashing

soap.
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Comments like "I've talked to him on the phone. He'sreally sharp” or "She's an excellent leader.
Have you noticed how well she dresses?' reveal potentially inaccurate inferences that indicate
someone's jumping to conclusions. How many employees have tried to impress their supervisors by
carrying a laptop computer everywhere they go? (And have you ever wondered how many of those
computer tote bags really have a computer inside?)

Advertisements that are narrated by people with cultivated French or British accents can endow
products with an artificially exclusive or fashionable image. Likewise, some products are endorsed
by people with a down-to-earth personality, such as Tom Bodett (Motel 6) and Dave Thomas (the
folksy founder of Wendy's Hamburgers), in order to appeal to people who identify with a
straightforward sales pitch.

Dealing with inference-observation confusion requires self-control. The difference between what
you know and what you're merely assuming can sometimes be critical. Act on facts; refuse to jump
to conclusions. Challenge your first impressions by asking questions such as:

-What do | know for afact about this situation?

-What am | assuming or reading into this sender's message that's not necessarily true?
- What additional information should | get so | can respond rationally?

Bypassing

Bypassing happens when a sender and receiver miss each other with their meanings. It may happen
If they use identical words that they define differently or if they use different words that they define
the same way. In the first case, they may think they agree when they actually don't. In the second
case, they may think they disagree when they actually don't.

People who succumb to bypassing believe that words have fixed meanings. They also tend to be
poor listeners. Here are afew examples of bypassing at work:

A police officer asked a customer who was injured in abar brawl, "Were you cut in the fracas?' "No," she
replied, "just aboveit.”
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Asked to apologize for calling his colleague an ass, one legislator purposely employed bypassing when he said,
"Itisalleged that | called my esteemed colleague an ass. Thisistrue, and I'm sorry for it."

A report issued by atop manager in a government agency stated that one prisoner in ajob placement program
had been "reincarnated.” Follow-up revealed that he had beenreincarcerated (sent back to jail).

Motorists who fill out insurance claim forms have sometimes made odd statements that were caused
by bypassing:

"In my attempt to kill afly, | drove into atelephone pole.”
"I had been driving for forty years when | fell asleep at the wheel."
"The pedestrian had no idea which way to go, so | ran over him."
"The guy was all over theroad. | had to swerve a number of times before | hit him."
Bypassing also accounts for miscommunication in the following church bulletin announcements:

"This afternoon there will be a meeting in the South and North ends of the church. Children will be baptized at
both ends."

"This being Easter Sunday, we will ask Mrs. Lewisto come forward and lay an egg on the altar."
"A bean supper will be held on Tuesday evening in the church hall. Music will follow."

"For those of you who have children and don't know it, we have a nursery downstairs."

Bypassing can cause expensive disasters, of course. For example, a Lockheed Martin commercial
Titan 3 rocket failed to release a $150 million Intelstat satellite from its upper stage because the craft
was wired to carry two satellites instead of one. Technicians and computer
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software engineers who worked on the rocket fell prey to bypassing when they communicated with
each other about their respective tasks. According to a company spokesperson, "No one was goofing
off or being secretive. It was language that each group thought meant the same thing."

How can you avoid bypassing? Try these four techniques.

1. Restate your most important points using different words. People who didn't catch your meaning
the first time may understand the second time, when you use fresh language.

2. Ask open-ended questions that presume your receiver didn't understand and encourage him or her
to say so:

"What have | said that we need to talk about more?"
"Which points need clarification?"

"I probably spoke too fast or skipped over something important, so let's take a few minutes to talk about this
more."

"How can | set this up so we both understand each other?"

Such open-ended questions, asked sincerely and with an encouraging attitude, are very important.
Closed-ended questions (Do you understand?’ "Are there any questions?') may be met with
silence, especially when you're working with a group. People often won't admit their confusion or
misunderstanding because they're afraid you or their coworkers will tease them or think they're
stupid.

3. If you're communicating in writing, follow up an important memo or report with an individual or
group guestion-and-answer session to let people talk about their concerns and possible
misunderstandings.

4. 1f you're on the receiving end of a message, use areflective summary. That is, restate and feed
back to the sender what you heard in your own words. The sender's response to your reflective
summary will help you confirm if there's a meeting of the minds.
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Allness

People who fall prey to allness assume that they know everything that's important about a subject.
Bad mistake! Someone once said, "For every complex problem there's a ssmple answer, and it's
wrong." Beware of oversimplifying an issue or assuming you're an expert just because you had some
experience with it. If you find yourself saying that you "know all about" the jobs your people do just
because you came up through the ranks, you may be wrong. Changing technology and techniques
may have made your once-expert knowledge obsol ete.

I ndiscrimination

Indiscrimination causes managers to be so preoccupied with similarities that they ignore important
differences. They may fail to discriminate, for example, among the unique ideas or approaches that
diverse employees bring to the job; the kinds of work experience or development opportunities that
motivate certain workers; or specific customers needs and expectations. Victims of indiscrimination
tend to view many situations as routine, treat people as cookie-cutter clones of each other, and take a
by-the-numbers approach to solving problems. A manager who says, "People are the same
everywhere you go" is a potential victim of indiscrimination.

Polarization

Polarization happens when people treat a contrary situation where there is room for compromise as
If it were a contradictory situation where there is no room for compromise. Either/or situations are
rare. It's important to recognize that compromise and negotiation are usually possible, even if you
and the other party seem hopelessly deadlocked and polarized at the start. Many out-of -court
settlements, hostage negotiations, and labor agreements were concluded by compromise despite the
fact that the disputes may have started with one side's offering the other an either/or choice.

Guard against polarization by reminding yourself that some middle ground is usually possible; you
just have to keep digging—and communicating—until you uncover it. This effort shifts a dispute
from a potential win-lose situation to at least a modified win-win situation, where neither you nor
the other person ends up aloser. After rejecting someone's original take-it-or-leave-it offer, you
might (1) say that the choice is unacceptable and ask him or her to propose addi -
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tional ones (2) ask for time to consider the offer, then come back and propose several alternatives of
your own or (3) question the other person to see if there are some other options he or she may have
held back in case you rejected the one that was presented first.

The person who declares "If you're not with me, you're against me" might be wiser to say, "Let's Sit
down and work out a compromise on parts of the issue where we disagree." Other comments that
reflect polarization (but that may in fact leave room for compromise) are "Take it or leaveit,” "It's
now or never," "Love meor leave me," and "Y our place or mine?"

Frozen Evaluation

Here you form an opinion, "freeze" it in time, and assume that the condition or situation will never
change. Saying that "you can't teach an old dog new tricks' or considering someone you hired
inexperienced (although you may have hired the person two years ago) means you're afrozen
evaluator.

Time changes all the circumstances and people that affect your job. Dating a situation or event by
asking exactly when it happened, how much time has passed, and which conditions may have
changed since then can give you a very different perspective.

Pointing and Associating

Pointing labels things, and those labels may call up positive or negative associations. These
associations are often stereotypes that may be inaccurate or confusing. Read the following list of
words and ask what associations each one has for you.

Libera

Longhair

White

Black

Radical

Generation X

Gay

Straight

Egghead

Jock

Hippie

Nerd

Wall Street sources

Republican

Democrat
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Techie

Gearhead

Redneck

Washington

The government
Personal injury lawyer
Environmental activist

Words themselves can create prejudicial associations, depending on what they point your thoughts
toward. This condition has encouraged the growth of doublespeak, jargon, and "politically correct”
gobbledygook that dulls the edge of clarity. Thus an "antipersonnel weapon" is one that kills people;
someone may be "dehired" instead of fired; companies have recently "downsized," "rightsized,” or
made a " skill-mix adjustment™ or "chemistry change" instead of laying off employees; hospitals
have reported "negative patient care outcomes' instead of deaths and "nonfacile manipulation of a
newborn" when a clumsy nurse drops an infant on the delivery room floor. Insurance salespeople
often call funeral and burial expenses "final costs' that must be paid after you "expire" or
"transition” (die). There are no bad drivers working for one large parcel -delivery company.
Management calls them the "least best."

Y ou may have noticed that pointing and associating and inference-observation confusion seem
closely related. Pointing and associating occur when people react in prejudicial ways to words,
phrases, or comments that have significant associations for them. Inference-observation confusion
has a broader base. It occurs when people jump to faulty and unjustified conclusions.

The following whimsical list cuts through the barrier of pointing and associating by translating
vague or positive-sounding statements into more forthright terms.

We're making asurvey. We need more time to think of an
answer.

We're working on the We just found out about it.

problem.

Use your own judgment.  If you want to take therisk, that's
fine. Just don't involve me.
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This was an administrative | really screwed up.
oversight.
Thisinformation isin error. | don't want to tell you who screwed

up.
Let's get together on this. | assume you're as confused as |

am.
| want to be sure we al agree. If this doesn't work, | want to spread

the blame around.

If you want to test your susceptibility to pointing and associating, just ask yourself, "Which weighs
more, a pound of lead or a pound of feathers?"

Blindering

This communication barrier arises when people alow their thoughts or actions to be restricted by
artificial boundaries. Y ou can protect yourself against blindering by challenging apparent
restrictions or limits. Sometimes, you'll be pleased to discover, they may not be as confining as they
seem. For example, policies and rules are written on paper, not carved in stone. It's possible that
some of them could be changed to let you take some action that's presently prohibited. Moreover,
tradition may cause people in your organization to keep on doing things "the way we've always done
it" out of habit when simpler, faster, or easier ways are available—and perfectly acceptable, if you
realize that you've let yourself be restricted by something that's not really an obstacle at all.

Your Statusor Position

Have you ever glossed over a problem when you had to tell your boss about it? If so, you can
appreciate how someone's formal position can erect a communication barrier. The higher one's
position in an organization, the more others may tend to tell that person half-truths or what they
think he or she wants to hear.

Managers at every level must work hard to convince employees that they won't shoot messengers
who bring bad news. Keep yourself approachable. Employees must feel free to tell you the whole
story without fear of being handed their heads.
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Resistance to Change

Sometimes a message is rejected or not fully understood because the receiver istoo busy worrying
about the change that the sender's announcing.

Changes are uncertain, strange, unsettling, uncomfortable, and a break with the old and comfortable
way of doing things. The tendency to fear and resist change keeps people from fully understanding
management's reasons for the change, its potential benefits, and the steps by which it will be brought

about.
Speaking versus Writing

Now that you can recognize several major communication barriers, let's look at your two choices of
media. When should you send a message orally, and when should you put it in writing? Y our choice
will be affected in part by how much time you have, how important the message is, the attitude and
nature of your intended receiver(s), and whether you want to keep a permanent record.

Y ou may want to send a message orally instead of putting it in writing when:

- Y ou want immediate and direct feedback. Speaking face-to-face enables you to ask questions,
confirm the receiver's understanding, and provide clarification.

- Y ou don't want awritten record. If writing will commit you too firmly to a course of action and
take away your options or flexibility, you may not want to create documents that could come back to
haunt you.

- There's not enough time to put something in writing.

- Delivering the message in person will increase its impact or urgency.
Y ou may want to write a message if:

- Several people must act on the same instructions.

- There are regulatory, legal, or contractual requirements involved.
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- Y ou want to take aformal position on the matter, clarify an opinion, or dispel arumor.
- Y ou want to provide a precise set of instructions.
- The receiver tends to disregard or forget oral instructions.
Giving Directives

There's more to directing than just telling people what you want them to do. To make your
intentions known, you should:

- Be clear and definite. People should know precisely what you want them to do.

- Provide reasons when appropriate so employees can respond intelligently and place this new
directivein priority with your earlier ones.

- Demonstrate or illustrate the results you expect.
- Provide enough details to eliminate ambiguity or confusion.

- Verify that the directive is within policy and the employee's job description if the person expresses
concern or reluctance.

- Assign adeadline if necessary.

- Respect employees dignity. Don't "talk down" to them, treat them like robots, or overemphasize
your formal authority.

- Encourage employees to ask questions about any part of the assignment and about problems that
may arise after the job gets under way.

Y ou can choose from one of four directive formats, depending on the circumstances.
1. A suggestion isthe least forceful type of directive. Employees may respond to a suggestion
("Why don't you try to get this order packed and shipped by Thursday morning?") if your people are

perceptive and responsive enough to realize that this suggestion should be taken to heart because it
comes from you, their manager.
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2. A request is more direct than a suggestion. Here you pointedly ask someone to do the job ("Will
you seeto it that this order is packed and shipped by Thursday morning?'). Requests are usually
forceful enough to get your point across.

3. A command or direct order may be required in emergencies, when timeis short, if employees are
lazy or indifferent, or when you're assigning unpleasant work ("Jack, even though this order may be
awkward to pack and ship, | want you to get it out by Thursday morning. Do you understand?").
Because of their dictatorial nature, commands should be used sparingly.

4. A call for volunteersmay befitting if the job is unusual or unpleasant and several employees are
equally qualified and eligible to do it ("We have to get this order packed and shipped by Thursday
morning. 1'd like one volunteer to get on it right away"). Of course, if no one volunteers, you'll have
to resort to arequest and maybe even adirect order.

Listening Tips

Listening is hearing with a purpose. When you sharpen your listening skills, you can do morein less
time, compliment and flatter others with your attention and interest, and eliminate mistakes caused
by receiving incorrect or incomplete information.

Here are five basic tips to make you a more efficient and effective listener.
1. Listen positively. Try to learn something from what the speaker says.

2. Listen with a sensitive ear. Empathize with the speaker. Don't assume that he or she understands
your problem or point of view.

3. Evaluate and analyze what you hear. Challenge the speaker's comments. Are they logical? Does
the speaker supply credible support for them? Do they make sense? Distinguish between "nice to
know" and "need to know" information.
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4. React to what you hear. Ask questions; summarize main points silently or repeat them back to the
speaker; compare, contrast, and draw analogies.

5. Adjust to the speaker. Get in tune with the person's gestures, facial expressions, pauses, secondary
remarks, humorous quips, and rate of speech. Don't listen at one pace to what's being said at another.

Basic Business Writing Tips

Everything you write says something about yourself as well as your subject. Expect other people to
judge you by the quality of your writing because that's often all they have to go on. David J. Buerger
of Santa Clara University observed, "[with the advent of electronic mail], managers send and receive
messages on a one-to-one basis. Now that secretaries don't fix their sloppy writing, the whole world
wonders how they passed English 1A."

How can you write better letters, memos, and reports? Try these basic steps.
Make an Outline

A polished and detailed outline isthe first step toward arelatively painless piece of writing. Since
you're preparing the outline for your eyes only, don't worry about being fancy. Just set down key
points, supporting material, examples, and details in the most logical order you can; then let your
outline incubate. Think about material that might be added, combined, expanded, or cut. Jot down
ideas in a pocket notebook for future reference.

After you've pondered your outline for awhile, rewrite it and insert material that you thought of
during incubation. Ask questions such as.

- Have | covered the information logically?
- Do | have enough details and examples to support the points | want to make?

- Have |l cut irrelevant details and unnecessary information?
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In addition, make certain you understand whom you're writing to and why by asking such questions
as.

-Why am | writing this document?

- What point(s) do | want to make~

- How much does the reader already know

- What can the reader expect to learn from this?

- What questions will | try to answer, or what problemswill | try to solve?

- How should | organize and present the material to get the most positive reaction from the person
I'm writing it for?

- What complaints or criticisms have | heard this reader make about written work she received from
others? (Possible examples include: poor spelling, grammar, sentence construction or organization;
too much or too little detail; insufficient data to support suggestions or recommendations; not
enough visual aids; citing statistics with no references.)

These questions aren't meant to imply that you should do a snow job on the person or people you're
writing to, only that you should acknowledge your receiver's likes and dislikes, prejudices, and
prioritiesif you want to make the best possible impression.

Write a First Draft

Once your outline's hammered into shape, write afirst draft. Don't worry about sounding like Ernest
Hemingway. Just convert your outline into paragraphs. Polishing and editing come later.

Let your first draft incubate for aday or so while you reflect on how you might improve it. Test for
clarity with such questions as.

"What do | really want to say?"
"What sounds ambiguous, vague, or confusing?"

"What questions have | |eft unanswered?’
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Ask yourself how you'd explain the subject to your spouse, a new trainee, or someone else who
knew nothing about it. Here are six additional guidelines:

1. Think about whom you're writing for. What does that person expect you to say? Would charts,
graphs, diagrams, and other visual aids help you make your points more clearly and vividly? If so,
put them in.

2. Avoid the urge to make your work "sound like" a memo or report. Don't let your education or job
knowledge get in the way of what you're trying to say. Use simple words and plain language; your
busy supervisor will thank you for it.

3. Use active voice instead of passive voice. When it comes to writing, active voiceis chili; passive
voice is oatmeal. Write to your readers, not at them. Which of the following sounds best~

"Higher management wants us to change the way we requisition office supplies.”

"We have been requested by higher management to conduct a revision of the system by which office supplies
arerequisitioned.”

4. When you have several pointsto make, consider putting them in a numbered or bulleted list (like
this one) instead of burying them in text. Lists are easier for people to read and understand.

5. Pay attention to mechanics such as spelling, grammar, and sentence construction. Keep sentences
brief—about tweleve to twenty words—for maximum impact.

6. De-sex your writing. In today's business setting, writers can't get away with using "he" to refer to
both men and women. Likewise, it's awkward to riddle a memo with "he/she" or "he or she'" asa
way to address both sexes. Instead of using the singular person, client, customer, or
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employee (which forces you to use he/she or he or she later), "pluralize" your work by saying
people, clients, customers, or employees. Then you can refer to them collectively as "they" and
"them."

Edit

Asyou edit your first draft (and later drafts), be on the lookout for unsupportable claims or broad
generalizations such as "It's common knowledge . . . ," "Most people believe. . . ," or "Everyone
says..." Provide references for statistics and other datato give your work atone of authority and
accuracy. Convert dull, pompous passive voice and "businessese" phrases to active voice. For
example:

Instead of Say
We arein receipt of We received
Relativeto About
It has cometo my attention | recently discovered
It isthe opinion of I (we) believe
On the occasion of When/During/On
In view of the fact that Since/Because
In the event that If

Once you've edited the piece a couple of times, read it aloud. Try to hear it through the ears of your
recipient. Listen for rhythm, clarity, and overall quality.

Pay strict attention to fundamentals of spelling, grammar, sentence construction, and proper word
usage. Sound-alike words can turn a serious memo into a belly laugh: one manager recommended
purchasing a vehicle with a heavy-duty "wench" on the front; another expressed concern about

employees "moral” problems.

If you're not sure about aword's definition, check your dictionary. Remember the example of the
person who had been "reincarnated"? Computer spell-checking programs won't check for proper

usage.

whboy®



Document Page 1 of 1

Page 157

If you're writing an especially detailed or technical piece, read your first draft aloud or read it into a
tape recorder and play it back. How does it sound? Does it fit together and flow smoothly? Are your
main points presented logically? Do they support what you're trying to say?

Rewrite

Since clean copy is easier to read and edit, rewrite your first draft after a couple of editorial passes
and print a second draft. Then repeat the process again. A piece of writing improves alittle bit with
every editing pass.

How many editing and rewriting cycles should you go through? There's no magic number. Edit and
rewrite until you've said what you want to say as clearly and effectively as possible, then proofread
the work word for word and line by line.

It's safe to assume that every draft of your written work has at |east one error that you haven't
discovered—and it could be adisaster. For example, one manager sent out hundreds of copies of a
form letter that began, "In these days of educational buzzards. . ." His secretary heard the dictated
phrase "buzzwords' as "buzzards,” and the spelling checker gave it aclean bill of health. A
stockroom supervisor reported that the office supplies inventory included an oversupply of "onions
kin" paper; boating regulations posted at one Orlando, Florida, launch ramp prohibit passengers
from riding on a boat's "gun whale."

Also make sure that your final draft provides closure. If your writing requires aresponse, don't leave
the recipient in limbo. Assign responsibility, request action, set a deadline, or provide atimetable for
follow-up. Ask the question, "What should happen next?* and answer it so that your reader knows
what to do without contacting you.

Say It Right: Tipsfor Clear, Effective Speaking

It's not enough just to write clearly. Effective supervisors need to enhance their spoken
communications skills, too.

Demonstrate

Showing and telling beats telling alone. Demonstrate what you're saying by giving people a model
or example to help them confirm whether they've done the job correctly. Demonstrating saves you
time; employ-
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eeswon't be as likely to interrupt you by asking you to check what they've done because you've
given them away to check it themselves.

Provide Adequate Details

Make sure that employees understand the why behind the what so they can carry out your directives
intelligently. Providing adequate details can be challenging, however, because some people will
grasp your meaning faster and with less explanation than others. Use the feedback techniques
discussed earlier in this section to help you decide whether you've given someone enough details or
if you should elaborate more on what you've said.

Consider Setting a Deadline

Y ou may want to give employees a deadline for completing tasks that must be done as soon as
possible. A deadline prompts them to focus their energy and manage their time to ensure that
everything comes together asit should.

Show Respect

Respect people's dignity and intelligence when you speak to them. Avoid talking down to them or
sounding like you're giving them their marching orders. Effective speakersrealize that the
impression they create and the results they get depend both on what they say and how they say it.

Provide Reasons

Giving arationale or justification for an assignment confirms that it's important—and worth the
employee's time. Assure the person that the task isn't just busywork. Verify how the job fitsinto
your department's overall work, and it will move all of you closer to your goals.

Speaking to Groups

Although most spoken communication is one-on-one, it's also important to develop and enhance
your public speaking skills. Here are six tips for speaking to groups:
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1. Avoid repeating filler words and crutches such as "like," "you know," "ah," and "um" to avoid
silence. Sometimes a simple pause can be a powerful way to capture people's attention or sharpen
their curiosity.

2. Maintain steady eye contact. Make everyone in the room feel important by talking to them. Don't
look over their heads, read from your notes, or talk to the ceiling.

3. Develop lively, colorful audiovisual materials, such as overhead projector transparencies,
handouts, and posters, that reinforce and add value to your speech. Communicate through your
listeners eyes aswell astheir ears.

4. Profile your audience. What background, experience, and education do they have? What
information will they expect to learn from you? What questions will they probably ask?

5. Keep your notes brief. Number the cards or pages clearly so you can keep them in the proper
order. Identify the points where you'll insert transparencies or other visual aids. Use alarge type font
S0 you can read your notes from a distance.

6. Rehearse, rehearse, and rehearse. Read your speech into atape recorder. Play it back to critique
your voice inflection, listen for filler words and crutch phrases, and assess your rate of delivery.
Practicein front of amirror to perfect gestures and facial expressions.



Document

I ndex

A
absentee managers, 38
accountability, 77
ad hoc decisions, 62
ad hoc plans, 23
alcohol and driving on company business, 25-26
allness as a barrier to communications, 146
American Civil Liberties Union, 138
Americans with Disabilities Act (ADA), 25
ARCO, 44
associations as a barrier to communication, 147-149
authority and decision-making process, 72

see alsc delegation

autocratic leaders, 34, 36, 37, 101-102

B

Ben Franklin balance sheet, 56

blindering as abarrier to communication, 149
bosses as guides, using former, 7-8, 37
brainstorming, 66-67

bring-up file, 12-13

buddy system, 97

budgets and single-use plans, 23

Buerger, David, on writing, 153

bypassing as a barrier to communication, 143-145

C

Challenger, 29

Page 1 of 2

Page 161



Document Page 2 of 2

change as a barrier to communication, 150

changeovers and teamwork in today's organizations, 49

closure and team meetings, 55
coaches, effective leaders as, 39-40
collaboration and decision-making process, 63
commitment, generating a spirit of, 27
communication

barriers to successful, 142-150

bosses as guides, using former, 8

directives, giving, 151-152

diversity in the workplace, 42

feedback, importance of, 139-141

listening, 7, 50, 144-145, 152-153

nonverbal, 141

speaking, 150-151, 157-159

up and down the ladder, 6

writing, 150-151, 153-157
competition, generating a spirit of, 27
complementary views/skills and teamwork in today's organizations, 51
computers and time management, 13
conceptual skills, 5

conferences, see meetings conferences/interviews

whboy®



Document Page 1 of 3

Page 162

confrontation and teamwork in today's organizations, 53
consensus decisions, 55-57
controls, 28-30, 53
correspondence, uniform, 12
cost/benefit analysis and teamwork in today's organizations, 56
cost-effective control devices, 29-30
counterbalancing views/skills and teamwork in today's organizations, 51
court decisions and terminations, 138
crisis, behavior in a, 40
criticism and teamwork in today's organizations, 52-53
criticism sandwich approach, 121
cross-functional teams, 47, 49
cross-training, 50
cultural awareness, improving your personal, 45-46

see alsc diversity in the workplace

customer service, 40

D

decision-making process
alternative solutions, develop, 66-67
authority, set clear limitson, 72
define the problem, 64-66
diversity in the workplace, 42, 73-74
effective decision makers, 61
evaluate potential solutions, 67
follow up and confirm results, 69-70
groups, 72-73
incubation, the value of, 67
limiting factors on decisions, 70-71

pick atentative solution, 67-68



Document Page 2 of 3

pilot run, use a, 68-69
questions, ask the right, 62-64
roles, decisional, 3-4
support, gain, 69
teamwork in today's organizations, 48-49, 55-57
types of decisions, 62
deep-reading, 17
delegation
analyze the task and candidates, 78
authority/responsibility/ accountability, 77
choosing the best person, 77-78
discussing the assignment, 79-80
effective delegators, 75-76
explain your decision, 79
motivation, 106
planning, practical principles of, 27
practice, skill comes with, 84
problems of, dealing with, 81-84
qualified, what if several people are, 79
reverse delegation, defend against, 80-81
democratic |eaders, 34, 101-102, 107
demonstration and effective speaking, 157-158
desk and work area, organizing your, 13
devil's advocates, 54
diary of employee performance, 117-118
directives, giving, 151-152
discipline
conference, the disciplinary, 132-133

evidence, gather, 129
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fair but firm, 126-127
arievances, 133-136
hot stove rule, 125-126
penalty not punishment, stress, 126
precautions before acting, take, 127-129
progressive, 129-132
terminations, 136-138
disseminator role, 3
disturbance handler, 4

diversity in the workplace
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acceptance of diversity, promoting, 44-45
cultural awareness, improving your personal, 45-46
decision-making process, 42, 73-74
language problems at work, 27
leadership, 41-42

why value diversity, 42-43

E
editing your writing, 156-157
ego satisfaction, 105
employee assistance programs (EAPs), 110
English-only rule, 27
enthusiasm, promoting, 40
entrepreneur role, 3-4
Equal Employment Opportunity Commission, 24-25, 27
evaluation systems, 29
see alsc performance appraisal

eye contact, 141

F
facial expressions, 141

facilitators, 50

failure, teaching employees to deal with, 40
feedback and communication process, 139-141
figurehead, 2

flexible goals, 20-21

flowchart responsibilities, 58, 96

follow-up and decision-making process, 69-70
Ford Motor Company, 49

fragmented time used productively, 15
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frozen evaluation as a barrier to communication, 147

frustration, teaching employees to deal with, 40

G

Garfield, Charles, on decision-making, 64
General Electric, 47

General Foods, 47

gestures, 141

goals

checklist for plans and, 30

performance appraisal, 116-117

planning and clear-cut, 19-21

teamwork in today's organizations, 49
grievances, employee, 8, 133-136
Griggs, Lewis, on cultural awareness, 45
group(s)

decision-making process, 72-73

rewards, 50

speaking to, 158-159

see alsc teamwork in today's organizations
H
Herzberg, Frederick, on motivation, 103
hiring employees

interviewing, 90-93

job description with the application, comparing, 87-90

legal concerns, 93-94

orientation, 95-97

recruiting, 85-87

teamwork in today's organizations, 57-59

hot stove rule, 125-126
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human relations skills, 4

|

IBM, 65

identity, a sense of, 48, 51

incubation and decision-making process, 67
indiscrimination as a barrier to communication, 146
individual controls, 28

individual diversity, 41
inference-observation confusion, 142-143
informationa roles, 3
inter/intradepartmental controls, 28
interpersonal roles, 2-3

interviews, see meetings/conferences/interviews
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J

jealousy, 6

job description, 87-90, 96, 120-121

job enlargement, 107

job rotation, 108

L
laissez-faire leaders, 34-35, 101
language at the workplace, 27, 51, 59
laying off employees, 107-108
leadership
coach and role model, 39-41
cultural awareness, improving your personal, 45-46
different people differently, leading, 36, 37
diversity in the workplace, 41-45
effective leaders, 33
interpersonal role, 2-3
pitfalls, avoiding common, 36-37
results over methods, emphasize, 38
sincerity, proving your, 43-44
situation, consider the, 38
styles, leadership, 34-36
teamwork in today's organizations, 52-55
touch with the workers, keeping in, 38-39
legal concerns around hiring employees, 93-94
Lever Brothers, 142
liaison role, 3
listening, 7, 50, 140-141, 152-153

Lockheed Martin, 144-145
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log, keeping atime, 14-15
long-term goals, 21
M
mail, sorting/prioritizing/answering, 11-12
Maslow, Abraham, on motivation, 103-106
McGregor, Douglas, on motivation, 101-102
meetings/conferences/interviews
delegation, 82-84
disciplinary, 132-133
hiring employees, 90-93
performance appraisal, 120-121
teamwork in today's organizations, 52-55, 58
terminations, 137-138
middle management, 5, 24
Mindell, Phyllis, on reading techniques, 17
Mintzberg, Henry, on roles of amanager, 2
miscellaneousfile, 12

money and decision-making process, 71

monitoring the work environment, 3, 84, 109
morale, employee, 8, 42, 108-110
motivation
bosses as guides, using former, 8
delegation, 106
effective motivators, 99-100
Herzberg, Frederick, 103
job enlargement, 107
job rotation, 108
Maslow, Abraham, 103-106
McGregor, Douglas, 101-102
and morale, 108-110
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participative management, 107-108
praise, giving, 106
role model, positive, 100-101

Motorola, 47

N

NASCAR race used as a planning example, 31
negotiator role, 4

new employees, managing, 7

nonverbal communication, 141

Norrell Services, 42-43, 45-46

o]
objective control devices, 29

objective goals, 20

open-door policy, managing your, 15-16
open-ended prompting remarks, 54
open-minded attitude, 63-64

opportunity decisions, 62
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orientation, employee, 58, 95-97
outlines and writing, 153-154
P
paperwork and time management, 11-12
participatory leadership style, 34, 107-108
patience and teamwork in today's organizations, 52
peer comparison and performance appraisal, 121
peer pressure, 73
peers, coping with managing former, 6-7
performance appraisal

ASAP, tell of unacceptable behavior, 111, 119

beyond appraisal, 122
components of appraisal systems, 113
comference, evaluation, 120-121
diary, should you keep a, 117-118
foundation for the appraisal process, 111-112
objective control devices, 29
pitfallsto avoid, 119-120
PPG Industries, 122-123
quantified goals, 116-117
sef-evaluation, 118-119
types of appraisal systems, 113-115
unclear performance standards, 132
why doit, 112
personal background/experience and decision-making process, 71
personnel and decision-making process, 71
personnel files, reviewing, 7
physiological needs, 104

pilferage, employee, 29-30
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pilot projects/programs, 28
pilot-run and decision-making process, 68-69
PizzaHut, 23
planning

checklist for goals and plans, 30

controls, minimize, 28-30

goals, clear-cut, 19-21

NASCAR race used as an example, 31

principles of, practical, 27-28

single-use and ad hoc plans, 23

standing plans, 24-27

team members, involve your, 21-22

types of plans, 22

visual aids, 30

see al so time management
pointing/associating as a barrier to communication, 147-149
point of view, anew, 1-2, 5-6
polarization as a barrier to communication, 146-147
policies and standing plans, 24-26, 40, 71
Power Reading (Mindéll), 17
PPG Industries, 122-123

praise, giving, 106

prereading, 17

pride, promoting, 40, 48

priorities, modifying/comparing, 21, 56-57
problem decision, 62

procedures and standing plans, 25-26

product development and teamwork in today's organizations, 49

production teams, 49
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programmed decisions, 62

programs and single-use plans, 23, 28
progressive discipline, 129-131
projects and single-use plans, 23, 28
purging reports, 12

purpose, a sense of, 48

Q
guantified goals, 116-117

questions
bypassing, 145
decision-making process and asking the right, 62-64
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feedback and communication process, 140

planning, practical principles of, 27

R

Radio Shack, 26

reading technigues and time management, 16-17
realistic goal's, 19-20

redl -time based controls, 28-29

recruiting employees, 85-87

resentment, 6-7

resource allocator, 4

respect for a supervisor, qualities leading to, 9-10
responsibility, 77

reverse delegation, 80-81

rewards, group, 50

rewriting, 157

role models, effective leaders as, 40-41, 100-101
roles, managerial, 2-4

rules and standing plans, 26-27

S

safety needs, 104

scanning as areading technique, 17
self-confidence, 40

self-evaluation, 118-119

sef-fulfillment, 105

short-term goals, 21

sincerity and leadership, 43-44

single-use plans, 23

situational |eaders, 35-36, 38
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size of work teams, 51
skills, management
conceptual, 5
delegation, 84
human relations, 4
technical, 4
skimming as areading technique, 17
social needs, 104-105
speaking, effective
demonstration, 157-158
details, provide adequate, 158
groups, 158-159
reasons, provide, 158
respect, show, 158
time management, 158
speaking vs. writing, 150-151
spokesperson role, 3
St. Paul Companies, 44-45
standing plans, 24-27
status as a barrier to communication, 149
stretch socks syndrome, 36
subjective goals, 20
summarization after team meetings, 55
supervisory management, 5, 24
symptoms and defining a problem, 65-66
T
Taco Bell, 27
teamwork in today's organizations
consensus decisions, 55-57

examples of, 47
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guidelines to help you build/work through teams, 49-52
hiring team-oriented employees, 57-59
how can you use teams, 48-49
leadership, 34
meetings, 52-55
planning, 21-22
social needs, 105
teamwork isn't for everyone, 59
training, 52
why use teams, 48
technical skills, 4
telephones and time management, 16
terminations, 136-138
theft, employee, 29-30
time management
bosses as guides, using former, 8
bring-up file, keep a, 12-13
computers, 13
decision-making process, 70-71, 73
delegation, 78

desk and work area, 13
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fragmented time used productively, 15
log, keeping atime, 14-15
open-door policy, 15-16
paperwork, 11-12
reading techniques, 16-17
situational leadership, 36
speaking, effective, 158
telephone usage, 16
see alsc planning
top management, 5, 24, 109
Townsend, Robert, on handling mail, 11-12
training and teamwork in today's organizations, 50, 52
transitions and teamwork in today's organizations, 49

turnover, employee, 42

U

uni onized/nonunion organizations and grievance procedures, 136

unity and teamwork in today's organizations, 50-51

Up the Organization (Townsend), 11

\%
Valuing Diversity (Griggs), 45
viewpoint, changing your, 1-2, 5-6
visual aids
paperwork, organizing, 12
planning, 30
speaking to groups, 159
teamwork in today's organizations, 54

voice tone and inflection, 141

w
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work and desk area, organizing your, 13
work habits, 40-41
writing tips, basic business

draft, first, 154-156

editing, 156-157

outline, make an, 153-154

rewriting, 157

writing vs. speaking, 150-151

Z

Zenith Electronics, 23



