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ENERGY TRAINING PROGRAM
1996-1997 Completed and Future ActivIties ID Indonesia

PROGRAM BACKGROUND

IndoneSIa's nnprov1Og economy has spurred the demand for electnc power Its electrICIty
demand IS projected to grow at an annual rate of 14 percent over the next five years, the fastest
growth 10 the ASEAN regIOn RapId 10creases 10 energy demand IS so crItIcal that It has
stramed the resources of the IndonesIan government and the state-owned utIlIty (PLN)

In response to the urgent energy demands caused by rapId economIC growth, the Government
of Indonesia (Gal) IS develop1Og ItS legal and regulatory framework for prIvate power
development In order to nnplement these changes, the Gal has set-up and staffed a new
dIrectorate, the dIrectorate of PrIvate Power, wIth10 the DIrectorate General of ElectrIcIty and
Energy Development (DGEED) Gal has also InItiated a restructurmg of PLN PLN has
been splIt 1Oto three corporatIOns namely Genco 1, Genco 2 and Transco In addItIOn, there
are three studIes that are currently be10g conducted 10 relatIOn WIth power sector
restructur10g Coopers and Lybrand IS lookmg 1Oto the whole restructur10g process, PrIce
Waterhouse on the formation of the Java Ball TransmISSIOn umt, and Ernst & Young on the
dIStrIbution company

The Gal IS headed towards the nght dIrectIOn, however there IS stIll much to be accomplIshed
In order to provIde aSSIstance 10 develop1Og IndonesIa's polIcy optIOns for power sector
regulatIOn and prIvate power development, the USAID Energy Trammg Program (ETP) has
and WIll offer both US-based courses and 1O-country workshops 10 support of the Gal's
restructunng of the power sector The follow1Og IS a brIef deSCrIption of ETP's 1996-1997
traImng actIvItIes for IndonesIa

1 Private Power Project Fmancmg (May 28 - June 28,1996)

ThIs five-week program 10cludes four weeks of US-based tra1010g and a one-week study
tour It IS deSIgned for government offiCIals and utIlIty managers who are or wIll be 1Ovolved
10 fmanc10g prIvate power proJects, 1Oclud1Og partICIpants from the Mlillstry of Mmes and
Energy, the DIrectorate General of ElectrICIty and Energy Development (DGEED), PLN, and
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Genco 1 and 2 TIns trammg wIll help utIlIty and government officIals understand the process
of pnvate power from conceptIOn to operatIOn PartIcIpants wIll learn how to evaluate and
analyze proposals for pnvate partIcIpatIOn m the power sector The course wIll enhance theIr
fmancIaI analysIs capabIlIties through hands-on trammg m fmanclal modelIng so as to better
evaluate energy projects The most Important aspect of c10smg mternatIOnal pnvate power IS
the fmancmg, thus, partiCIpants WIll learn the sources of fmancmgs and theIr dIfferences, the
reqUIrements, and how to successfully evaluate varIOUS structures

The one-week study tour mcludes VISIts WIth Independent Pnvate Power (IPP) developer,
mvestment banks, multI-lateral orgarnzatlons, state regulatory commISSIon, archItectural and
engmeermg frrms, major eqUIpment supplIer, and a utIlIty WIth expenence m dealmg WIth IPP
projects

2 Restructurmg and Regulatory Reform of the Power Sector (June 17-21, 1996)

ThIs one-week m-country workshop IS hosted by DGEED It IS dIVIded mto two sessIOns
The first seSSIon prOVIdes a three-day polIcy overvIew of key Issues, expenence and OptIOns
raIsed by electrIC utIlIty mdustry restructunng TIns seSSIOn IS deSIgned for hIgh-level polIcy
makers and semor executives from the MllliStry of Mmes and Energy, DGEED, PLN,
Department of Monetary, MllliStry of Fmance and the electrIc utIlIty PartICIpants WIll learn
about regulatory reform and how to develop a national power sector regulatory reform
program The second seSSIOn IS a two-day follow-up on Issues IdentIfied dunng the fIrst three
days It IS deSIgned for semor- and mId-level government polIcy makers and utilIty managers

3 Energy EffiCIency m Process IndustrIes (July 30 - August 1, 1996)

ThIs three-day m-country workshop proVIdes an overVIew ofglobal energy consumptIon,
productIOn and trends for the future, demand SIde management, bamers to the mtroductIOn of
energy effiCIent technologIes and pohcles whIch may overcome these constramts It IS deSIgned
for management-level techrucal personnel from the IndoneSian pubhc and pnvate sector ThIs
workshop IS offered m cooperatIOn With the Center for Energy StudIes at Umversity ofIndonesia

4 InternatIOnal Study Tour In Power Sector Restructurmg, RegulatIOn, and PrIvatIZatIOn
(October 18 - November 2,1996)

ThIs mternatIOnal study tour IS orgarnzed for hIgh-level offiCIals from the Government of
IndoneSIa and the state-owned electnc utIlIty, PLN, who are responSIble for restructunng and
pnvatIzmg IndoneSIa's energy sector The goal of the program IS to proVIde the partICIpants With
an understandmg and exposure to the expenences ofdIfferent countnes, speCIfically the Umted
States, Argentma, and ChIle, m power sector restructunng, regulatIOn and pnvatizatIOn The
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partIcIpants wIll meet WIth both regulators and electnc utIlItIes from each respectIve country In
addItIon, partIcIpants WIll have the opportumty to attend the Fourth Department ofEnergy /
NatIOnal ASSOCIatIOn ofRegulatory UtIlIty COmmISSIOners, NatIOnal ElectncIty Forum The
Forum WIll offer workshops and panel dIScussIons on Issues InspIred by electncIty Industry
restructunng

5 Sugar Industry/CogeneratIOn Project Development (November 21 - December 6,1996)

ThIs two-week In-country course IS dIVIded Into two modules ofpolIcy and ImplementatIOn The
polIcy segment focuses on cogeneratIon optIOns In the sugar mIll, and IS Intended for deCISIons
makers from the 11 state-owned sugar mIll comparues, MIrustry ofAgnculture, MIrustry of
FInance, MIrustry ofMInes and Energy, and PLN The ImplementatIOn module IS Intended for
techmcal mId-level managers from the state-owned sugar mIll compames ThIs segment WIll
proVIde partICIpants WIth the skIlls reqUIred for bIOmass waste-to-energy project development In
the sugar Industry It WIll focus on the aspects ofbIOmass energy that dIffer from conventIOnal
power generatIOn, pnmanly fuel supply, charactenzatIOn, heatIng value combustIOn Issues,
enVIronmental Impacts, project deSIgn and financIng, margInal costIng, and power purchase
agreements

6 Solar Home Systems Trammg (Phase I January 20-31, Phase IT March 24-27,1997)

ThIs In-country program conSIsts of two phases Phase I Involves sendIng a U S Instructor to
IndoneSIa to work on-SIte WIth the Agency for the Assessment and ApplIcatIOn ofTechnology
(BPPT) techmcal staff and LSDE Instructors, Phase II Involves the offenng ofthe actual
workshop The goal ofPhase I IS to Improve and enhance the techmcal and end-user manuals,
deSIgn and develop the actual traImng program (phase II), tram the LSDE co-traIners, as well as
superVIse the InstallatIon of the SHS umts

Phase II Involves the LSDE co-traIners delIvenng the traInIng, WIth the US mstructor serVIng as
a resource person, to the superVISOry technICIans of the dealers who are or WIll be partICIpatIng m
the World Bank project The objectIve IS to enable partICIpants to understand photovoltaIC
operatIOn and applIcatIon, correctly Install solar home systems to ensure theIr long-lIfe and
effiCIent operatIOn, perform on-goIng troubleshootmg, repaIr, and maIntenance of systems, and
educate end-users on SHS management The partICIpants In Phase II WIll then act as traIners to
traIn the techruclans who WIll operate the antICIpated 1000 or more serVIce centers to be
establIshed by SHS dealers

7 Energy EffiCiency Product LabelIng Trammg and Study Tour
(March 20 - AprIl 11, 1997)

ThIs US-based, two-week traImng and study tour program IS deSIgned for partICIpants from
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IndonesIa, IndIa, and the PhIlIppmes It Will proVIde partIcIpants With a workmg knowledge ofthe
full range oftechnIcal requIrements, such as standard settmg, product testmg actIVItIes, and
mstitutIOnal reqUIrements, necessary for the ImplementatIon ofworkable, results-onented energy
effiCIency eqUIpment labelIng programs adapted to theIr respectIve countnes Program
partICIpants are publIc and pnvate sector profeSSIOnals who can affect energy-related chOIces m
the settmg of standards and codes for electncal eqUIpment, theIr manufactunng, testmg and
certIficatIOn, marketmg, speCI:ficatIOn, procurement, and promotIOn They mclude representatIves
from technology development centers and NGOs workmg m the areas ofconsumer educatlOn and
formatlOn of publIc opimon

The program Will examme the role oflabelIng m promotmg the manufacture, marketmg and
purchasmg ofreSIdentIal electncal eqUIpment, refrIgerators, mr condItIOners, lIghtmg systems and
motors Mechamsms for promotmg and venfymg complIance, mcludmg publIc InformatIOn
mstruments and related mstitutIOnalissues, as well as technIcal Issues related to standards
development and testmg Will be reVIewed

The trmmng component WIll conSIst offour days of mtensive trmmng deSIgned to proVIde
partICIpants With the lOgical framework and tools for developmg a results-onented labelmg
program ThIs component WIll address both mstitutIOnal and technIcal subjects The subsequent
study tour Will reVISIt the subject ofeach trmmng module from the perspectIve of dIfferent
mdustry players such as polIcy and standard-settmg orgamzations, testmg laboratones,
manufacturers and utIlItIes

8 Management of Distribution Company - Customer Service (Part I June 16-20,1997,
Part II July 28 - August 1, 1997)

In response to a World Bank request to USAID/IndonesIa, ETP deSIgned a trmmng program m
management ofdIstnbutIOn company, focusmg on customer serVIce techmques for PLN ThIs
one-week m-country course IS offered m two parts Part I IS mtended for management OffiCIalS
from PLN's four dIstnbutIOn umts on Java (Jakarta, West Java, East Java, Central Java) and
PLN's Headquarters DIstnbutIOn staff, Part II IS mtended for branch managers and deputy general
managers ofeIght PLN regIOns outSIde Java The ObjectIve of this course IS to prOVIde PLN's
dIstnbutIOn management With the skIlls reqUIred to run the four umts as mvestment centers In
partIcular, the course Will focus on developmg skIlls m customer serVIce, economIc/financIal
project evaluatIOn, and cost of serVIce analySIS

9 PublIc UtilIties Executives' Trammg (PUEC) at Umverslty of Idaho for 3 PLN
participants (June 23 to July 17, 1997)

ETP supported three semor PLN managers to attend the 44th Annual PUEC course at the
Umversity ofIdaho's Center for Busmess Development and Research The course IS deSIgned for
top-level managers m the energy mdustry who face challenges ansmg from fundamental
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transformatIOns takIng place m the energy sector worldWIde To that end, course components are
desIgned WIth the folloWIng ObjectIves m mmd to mcrease understandmg ofcustomer
reqUlrements, mdustry and company operatIOns, new technologIes and the dynanucs of the
busmess enVIronment, to unprove effectIveness m meetmg the challenges of leadershtp and
deCISIon-makIng, and to develop a network of cOmmItted profeSSionals who can serve as on-gomg
resources

10 Renewable Energy Project Fmancmg (July 21-25, 1997)

As PLN has now formally Implemented the Small Power Program and has mVIted apphcatIOns for
gnd supply projects (30 MW for Java and 15 MW outsIde Java), small renewable energy
developers who WIll be respondmg to thts sohcItatIOn WIll need trammg on how to finance
projects Thts one-week m-country workshop WIll cover factors determtmng the financmg
structure (1 e project scale, project compleXIty, project nsk), financmg mechamsms (1 e butld
own-operate, bul1d-own-transfer, thIrd party financmg, debt eqUlty swap, Jomt venture, leasmg,
cooperatIve or commercIal credIt), sources offinancmg and theIr dIfferences (1 e commercIal
banks, mstItutIonal mvestors, venture capItal, pnvate Investors, multl1ateral development banks,
regIOnal and natIOnal development banks, credIt guarantee programs, nsk msurance programs),
the reqUlrements of proJect financmg (1 e pnvate power legIslatIOn, responSIve utIhty and
regulatory enVIronment, utIhty power purchase agreement formulatIOn, pncmg for utIhty power
purchases, responSIve project development regulatory enVIronment), how to successfully evaluate
vanous structures, how to Implement small renewable energy proJects, and case studIes

11 Renewable Projects Bid SolICitatIOn, Evaluation and Power Purchase Agreements
(August 25-29, 1997)

Thts one-week In-country workshop WIll aSSIst PLN OffiCIalS In evaluatmg and analyzmg
renewable project proposals The workshop WIll cover all the preparatIOns and steps a utIhty
should use to ensure an effiCIent, transparent, and successful sohcItatIon The workshop WIll
demonstrate that ImtIal requests for qualIficatIOns and for proposals must mclude the structure and
planmng for evaluatIon ofbIds, selectIOn and negotIatIon Each step ofa sohcItatIOn WIll be
Illustrated WIth examples ofall the major documents and contracts from renewable projects
Instructors WIll present the dIffenng VIewpomts ofVarIOUS partIes throughout the process and
show the potentIal for mIstakes or abuse The workshop WIll culrnmate WIth class exerCIses m bId
analySIS, selectIon and negotIatIOn

12 Human Resource Development (HRD) and Management (August 25-29, 1997)

In order to address the changes In Human Resource Development (HRD) systems that accompany
restructunng, ETP WIll support PLN m estabhshmg an HRD plan to accompany and support the
process of restructunng Thts one-week course IS mtended for PLN's HRD management and
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staff The course will proVIde partIcIpants WIth the sktlls to desIgn and develop effective and
effiCient HRD systems It WIll explore integration ofkey, components Into an effectIve HRD
system The course WIll cover orgaruzatIOnal strategies, Innovative work practIces, effiCIent
technology-transfer systems, and succeSSIOn planrung When applIed collectively and
Incorporated Into a totally mtegrated system ofhuman-resources management, these methods can
speed corporate prodUCtIVIty

13 Introduction to Geothermal DrIllIng and ReservOir CompletIOns (September 15-18,
1997)

ETP-\\rlU support a total of 15 partIcIpants from PERTMvfINA, ptN and MIGAS to attend thIs
In-country course offered by Geothermal Resource CounCIl The course WIll diSCUSS costly
problems related to geothermal dnllmg, deVIse solutIOns to them, and suggest actIOns to control
costs

14 EnVironmental ModelIng (World Bank EnVironmental Manual [EM] Model) (dates to
be determmed)

In response to World Bank's request to the MISSIOn, ETP WIll conduct a one-week m-country
tramIng for PLN and the MIrustry ofMmes and Energy (MME) OffiCIalS on how to use the World
Bank's EnVIronmental Manual (EM) ModelIng program ETP WIll work closely WIth PLN and
MME to collect the data necessary to run the SImulatIon seSSIOn ofthe course The course WIll
proVIde participants WIth an opporturuty to Simulate the EM model USing the data collected The
EM IS a computenzed deCISion support system whIch Identifies espeCially the tradeoffs between
costs and enVIronmental Impacts ofdifferent energy technologies It can track down the
emISSions and costs, for example companng the eXIstmg power supply system m a country,
regIOn or speCific energy project to alternative optIOns to delIver the same energy servIce (end
use), electnclty for commerCial customers, or process heat for mdustnal customers

15 Management of a Renewable Energy ASSOCiatIon Trammg/Study Tour for APETINDO
(2 weeks - dates to be determmed)

ThIs two-week traImng and study tour IS deSigned for APETINDO board and COmmIttee members
who are responSible for ItS orgaruzatIonal and operatIOnal development and growth APETINDO
(acronym for ASOSIaSI Perusahaan Energl Terbarukan IndoneSIa) or ASSOCiatIOn ofIndonesian
Renewable Energy Compames was establIshed m Jakarta, IndoneSia on December 16, 1996 Its
members conSIst of compames dealmg With renewable energy development, such as Wind, solar,
bIOmass, hydro and geothermal

The traIrung program WIll be diVIded mto three parts The first part WIll be a two-three day
traIrung on "how to" operate a functIonal and well-orgamzed trade associatIon The second part
WIll be meetmgs WIth SImIlar U S renewable energy and non-renewable energy trade aSSOCiatIOns

klemlmdones\trgpln4 doc



•

•

•

and Its members, energy and enVironmental trade orgaruzatIOns, non-governmental orgarnzatIOns
(NGO's), professIOnal assocIatIOns, government agencIes and multI-lateral orgaruzatIOns The
goal ofthe meetmgs w111 be to exchange Ideas on orgaruzmg and operatmg such an aSSOCiatIOn,
gathenng member support, and proVIdmg member serVIces and opportumties for networkIng and
obtaImng mformatIOn

The third component of the traImng program Will be Implemented m the Netherlands, where the
APETINDO delegatIOn Will attend presentatIOns by DIrectors ofNGOs, manufactunng
compames, and the Energy Mirustry at the Hague Exposure to the key orgaruzatIOns and
mstitutIOns Within the Dutch renewable energy mdustry Will serve as the valuable European
counterpart to the U S component

16 EnVironmental Management of Thermal Power Plants (2 weeks - dates to be
determIned)

This two-week m-country course WIll prOVide partICIpants With functIOnal knowledge of
enVironmental Issues dIrectly Impactmg the power generatIOn mdustry PartICIpants Will learn
how to IdentIfy and pnontize enVironmental problems, Implement practIcal solutIOns to mImmIze
adverse Impacts and achieve complIance With regulatory reqUirements, and establIsh an effectIve
management system for trackmg and ImproVing plant enVironmental performance SpecIfic Issues
mvolVIng plant air emISSIOnS, water usage, wastewater effluents, nOIse emISSIOnS, waste
generatIon and dIsposal, a.'ld hantlhng ofhazardous substances Will be addressed

The course Will mclude dISCUSSIons regardmg the ratIOnale for Implementmg enVironmental
management systems, IdentIficatIon and pnontizatIOn ofenVironmental problems, pollutIOn
preventIOn and control, process redesIgn options, complIance measures, econOmIC analySIS, and
enVironmental audItmg The course Will conclude With mstructIOns on how to establIsh and
Implement a comprehenSIve plan for enVironmental management ofa thermal power plant The
course IS deSIgned for thermal power plant managers and operators, and power generatIon
company managers

17 Transmission Access, Power WheelIng and Economic Dispatch (1 week - dates to be
determIned)

This one-week m-country course Will proVide partICIpants With an understandmg ofthe latest
developments m a competItIve marketplace as It relates to operatIOn and dIspatch ofa
tranSmISSIOn company It Will cover the techmcal and econOmIC Issues related to network access
on system control, protectIOn and secunty, mterconnected operatIOns, pncmg, and power
wheelmg Tlns course IS deSIgned for polley deCISIon-makers from the generatIOn, tranSmISSIOn
and dIstnbutIOn compames who are or WIll be mvolved m expandmg tranSmISSIOn access
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August 25-29, 1997
Jakarta, Indonesia

Objectives

As PLN IS undergomg major corporate developments, m particular Its decentralIzatIOn and creatIOn
of SUbSIdIarIeS, busmess umts and mvestment centers, sIgmficant strengthemng of ItS human resource
system (the DIVISI Orgamsasl dan Sistem SDM) IS reqUIred PLN Will need advanced capabIlIty m areas
of human resources planmng, human resources development and human resources adffilmstratIOn The
goal ofthese changes IS to ensure that PLN's SDM IS capable ofperformmg a proactIve and professIonal
role m support of a more complex and rapIdly changmg future ThIs one-week course IS deSIgned to
Increase SDM staff's knowledge and skills necessary to Improve PLN's human resources management
system The course will cover the elements ofan effectIve and effiCIent human resource system, mcludmg
orgaruzatIOn strategies, InnOvatIve work practices, effiCIent technological transfer systems and succeSSIOn
planmng

Who Should Attend

The course IS deSIgned for management and staff of PLN's human resource dIVISIon (SDM)
responsIble for carrymg out the system ofhuman resources planmng and development m order to sustain
achievement ofPLN's ObjectIves m an effectIve and effiCIent manner

Course Dally Schedule

•

Day 1, August 25
Mormng

Afternoon

Welcommg remarks
U S Agency for InternatIonal Development
PLN
InstItute of InternatIOnal EducatIon
Instructors IntroductIOns
PartICIpants IntroductIons
Program ObjectIves and OverVIew

The Roles of the HRD Manager
Support ofHRM functIOns
Actmg as an Internal Consultant
Interactmg With Lme LeadershIp
Leadmg the HRD/TraImng FunctIOn

1400 K STREET N W , WASHINGTON, DC 20005 2403
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Day 2, August 26

Day 3, August 27

Day 4, August 28

Perforrmng the Roles of the HRD leader dunng changmg tImes
A reVIew ofchangmg "paradIgms "

Assessmg Corporate Needs

Support ofHRM
StrategIc HR Plannmg
Job and OrgaruzatlOnal Structure
Staffing, RecruItment
IntefV1ewmg and SelectIon
CompensatlOn

Workmg With others The DISC System (studtes m personalItIes and
personal styles)

Performance Management
Performance ExpectatlOns

The leader's role
ExpectatlOns
Enablement
Empowerment

Performance ObservatlOns
Collectmg Data
RemOVIng BIases
Recordtng ObservatlOns

Performance Feedback and Development
Mappmgdata
Immediate and Formal Feedback
Creatmg Developmental Feedback

The HR.D FunctiOns
Defimng Needs

Job AnalYSIS
AudIence AnalYSIS
Trmmng ObjectIves

Program PresentatlOn
DeSIgn and Development ofMatenals
Usmg VISUalS Appropnately

I (
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Day 5, August 29

PresentatlOn SkIlls

Program AdrmmstratlOn
The Role of the Adrmmstrator
Testmg and ReVIsmg Matenals
Use ofTrmmng Packages

PresentatlOns by PartIcIpants (VIdeo taped)
AdvertlSlng Programs
Playback and EvaluatlOn
BUIldmg a Toolbox ofResources
Workshop Summary
Closmg and GraduatlOn Ceremomes
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BIOGRAPHIES OF WORKSHOP INSTRUCTORS

CarlR Morey

Carl Morey IS the former Group VIce PresIdent and member ofthe Operatmg Cormmttee of
Dayton Power & LIght Company His responsIbIhties covered the Issues m electnc productIOn,
systems operatmg, fuels purchasmg, corporate secunty, and personnel and labor relatIons For hIs
accomphshments m electnc power efficIency and avmlabIhty, Mr Morey was awarded the
InternatIOnal InstItute ofIndustnal EngIneers "Excellence In ProductIVIty" award

In addItIOn to hIs long career m electnc productIOn, Mr Morey also developed and managed the
first Management Development Trmmng Program for the Dayton Power & LIght Company,
deSIgned to lII1prove the management skills ofmIddle and upper level managers The trammg
program mcluded umts for both techmcal and admImstrative front lme managers It also mcluded
a ProfeSSIOnal EffectIveness Program deSIgned to lII1prove the Interpersonal and leadershIp skills
ofprofeSSIOnal staff He also developed an executIve salary and mcentive program that eventually
mcluded all employees ofthe Dayton Power & LIght Co

Smce hIs retIrement, Mr Morey has been teachmg course m Fundamentals ofPower Plant
Performance for General PhYSICS Corp He also proVIdes VarIOUS consultIng serVIces, mcludmg a
recent feaSIbility study for Hunganan Electncity Board to Install a new generatmg capability and
refurbish agmg coal and oIl fired steam plants

Donald L WillIg

Donald WIllig IS an mdependent consultant In organIZatIOnal development, trmnmg mterventIon,
and work system modrlicatIon His recent projects mclude evaluatmg and wntmg enVIronmental
pohcles and procedures for ColumbIa Natural Gas TransIIllssIOn, proVIdmg work flow analYSIS,
tIme management and meetIngs development trammg for the Central Bank ofKuwaIt, and
offenng problems solVIng skills traInmg for a techmcal team from ADGAS, Umted Arab Emrrates,
rebuIldmg Japan Termmal follOWIng an earthquake

Before working on hIs own, Mr WillIg served as DIrector ofCredIt and CollectIons, and later
formed the Personnel Development DIVISIon at the CInCInnatI Gas & Electnc Company His
responSIbIlItIes as DIrector ofTrammg there Included conductIng Imtial needs analySIS for
management development program, developIng a management trammg cumculum, establIshIng
and mamtammg a budget for traJ.nlng and educatIonal aSSIstance, staffing and direetmg complete
audIO/VIsual actIVItIes, and prOVIdIng Internal consultIng serVIces for other departments IncludIng
nuclear trammg programs
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ETP Course Coordmator

Ahmad Ghamanan, Ph.D
Dr Ghamanan has over 20 years ofmanagement, engmeenng and teach10g expenence 10 the
energy and envrronmental sectors He has a broad knowledge ofthe U S energy and
enVIronmental 10dustnes He has extenSIve expenence work1Og 10 the energy sector of develop1Og
countnes

At the InstItute of InternatIOnal EducatIOn (lIE) he serves as DIrector manag10g the Energy
TraImng Program (ETP) for the U S Agency for InternatIOnal Development (USAID) ETP
proVIdes practIcal traImng, 10dustnal mternshIps and study tours WIth U S mdustry and research
10stitutes for professIOnals from energy and enVIronmental sectors of A I D -assIsted countnes
As DIrector, he IS responsIble for the leadershIp and oversIght of the ETP and ETP buy-1O
projects In addItIOn, he works closely WIth the USAID Office ofEnergy, EnVIronment and
Technology and USAID mISSIOnS to determIne the needs of AID-assIsted countnes WIth regard to
energy and enVlronmentalissues Dr Ghamanan has served as Project DIrector for Egypt's
Energy Manpower Development Project, TraImng Manager for PakIstan's Energy Planmng and
Development Project In RUSSIa he developed and negotIated a traImng plan between Rao Ess
ROSSll, the RUSSIan Mtmstry ofFuel and Energy, and the USAID

Dr Ghamanan came to lIE (1987) from the Exxon Research and Engmeenng Company 10 New
Jersey, where he had served for five years (1981 - 86) as StaffEng10eer He performed research
and development and prOVIded consult1Og to promote energy effiCIency 10 Exxon's refinenes and
chemIcal plants worldWIde PreVIously, he served as Project Engmeer WIth the CombustIon
Engmeenng Company 10 Tehran (1973 -76), workIng on the deSIgn of several power-generatIOn
proJects for the Iraman onshore/offshore od 10dustry

HIs teachIng expenence has 10cluded aSSIgnments as Adjunct ASSIstant Professor at the New
Jersey InstItute of Technology, 10 the areas of energy and power (1981 - 86), and as Adjunct
ASSOCIate Professor at The George WashIngton UmversIty, teachIng Power Plant Engmeenng and
Electnc UtIlIty Least Cost Planmng (1987 - present) He has gIven numerous lectures and
presentatIOns for lIE's Energy TraImng Program He IS the author or co-author of over two
dozen techmcal reports and papers on energy and power that focus on effiCIency and planmng for
sustaInable development

He holds a B S 10 Electncal Power Engmeenng WIth a focus on Power Engmeenng from Arya
Mehr Umversity of Technology, Tehran, an M S 10 Mechamcal Engmeenng WIth a focus on
Energy and EnVIronment, and a Ph D 10 Mechamcal Engmeenng WIth a focus on Energy
Technology from The George WashIngton Umverslty, WashIngton, D C (1981)

He IS currently a member of the Amencan SOCIety ofMechamcal Engmeers (ASME) InternatIOnal
AdVISOry Conuru.ttee and the ASME-Russlan Academy of SCIences (RAS) PartnershIp AdVISOry
Board He also served as a member of the Energy Systems AnalYSIS Subconuru.ttee from 1981 to
1986
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THE ENERGY TRAINING PROGRAM (ETP)

The Energy TraInmg Program (ETP) ofthe Umted States Agency for InternatIonal Development
(USAID) traInS energy and enVironmental professIonals from A I D -assIsted countnes (AACs) In
how best to assess, utilize, and manage theIr energy resources ETP supports the program plans
and actIVitIes ofUSAID's Center for EnVIronment, the regIOnal Bureaus and the overseas
MISSIons

The InstItute of InternatIonal EducatIon (lIE) manages ETP ETP works WIth AACs' energy and
enVIronmental sectors to assess theIr capabilitIes and Identrfy trammg needs In response to theIr
needs, the program develops courses In COnjunctIon WIth the U S energy and enVIronmental
Industry ETP ensures that partICIpants receIve practIcal, skills-onented traInIng In every program
and access to modern technologtes, methodologtes, and management technIques Its staffclosely
momtor each traInIng program to guarantee excellence

ETP covers the full range of conventIonal and alternatIve energy optIons avaIlable to AACs, WIth
an emphasIS on energy effiCIency, enVIronment, renewable energy, and pnvatlzatIOn ETP has
developed a two-pronged approach to trammg the Management-Level Trammg Program (MTP)
and US-based courses The MTP proVides short-term, m-country workshops for semor
management and polIcy makers These workshops are deSIgned to Increase understandIng and
buIld support for energy and enVIronmental Issues among key deCISIon-makers The US-based
courses proVide more m-depth, practIcal traInIng Thts Integrated approach IS deSIgned to
strengthen the mstItutIonal capaCIty to plan and Implement sustamable energy projects

To further enhance the effectIveness oftrammg, ETP has estabhshed an Alumm Network, umtlng
ItS over 5,000 graduates The Network IS served by the ETP DIgest, a newsletter whIch prOVIdes
mformatzon on mdIvIdual alumnz accomplzshments and upcommg trammg opportumtles
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USAID's CENTER FOR ENVIRONMENT

The US Agency for InternatIonal Development (USAID) allocates a sigruficant portIOn of1ts
aSSIstance efforts to the WIse management ofenVIronment and natural resources USAID has
further underscored the Importance ofenvrronmentalissues by creat10g the Center for
EnVironment The Center's mandate IS to proVide technIcal and programmatIC leadershtp and
support to the Agency and ItS domestIC and 1OternatIOnal development partners 10 address10g
global enVironment and sustamable development problems

SpecIfically, the Center prOVides technIcal support to USAID field mISSIOnS and regIOnal bureaus,
IdentIfies and analyzes cntical enVIronmental problems and the constra1Ots to theIr resolutIOn,
guIdes Agency strategy m specIfic enVIronmental areas such s global chmate change and
bIOdiverSIty, helps to ensure conSIstent excellence 10 techmcal capabilitIes and Agency programs,
and syntheSIZes and dIssemmates data from techmcal and SCIentIfic research

The Center for EnVironment also collaborates With a Wide range ofpartners -- host countnes,
non-governmental organIZatIOns, other U S government agenCIes, 1OternatIonal organIZatIons,
and other donor countnes -- to solve enVironmental problems on local, regIOnal and global levels

INSTITUTE OF INTERNATIONAL EDUCATION (lIE)

lIE IS the largest pnvately-operated, 1OternatIOnal educatIon and tra10mg agency 10 the Umted
States Smce 1919, lIE has promoted mternatIonal understanding and furthered 1OternatIOnal
development lIE currently admmIsters over 270 programs for government and pnvate sponsors
worldWide The Energy Trammg Program, under whtch thts course 10 Human Resource
Development and Trmmng Management trammg program falls, IS sponsored by the Office of
Energy, EnVironment and Technology ofthe Umted States Agency for InternatIOnal Development
(USAID)
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Human Resource Management
Human Resource Management (HRM) can be defmed as the functIon, m any organIzatIon,
that facIlItates the most effeCTIve UTIlIzatIOn of human resources to achIeve the Objectives of
the organIzaTIOn and the saTIsfacTIon of employees HRM IS a necessary functIon EffectIvely
performed, It can make the CruCIal dIfference between successful and unsuccessful
organIzatIOns

The Various Names Assigned to The HRM Function
Terms such as personnel, human resource management, mdustnal relatIOns, and employee
development are used by dIfferent organIZatIOns to descnbe the UnIt, department, or group
concerned about people The term human resource management IS now Widely used, though
many people STIll refer to a personnel department We belIeve HRM reflects the mcreased
concern both SOCIety and orgamzatIons must have for people

What Does HRM Include
HRM mcludes many types ofservIces for employees and the organIzatIOn
o Job analysIs
o Human resource planmng
o Employee recrwtment, selection, and onentatIOn
o Performance evaluatIOn and compensatIon
o TrainIng and development
o Labor relatIOns
o Safety, health, and qualIty of work hfe

These actIVitIes are tOPICS of the vanous parts of this program

The Characteristics of HRM
Four thmgs should be stressed about HRM at the outset

1 It IS actIOn orIented
EffectIve HRM focuses on actIon rather than on record-keepmg, wntten procedure,
or rules Certainly, HRM uses rules, records, and polICIes, but It stresses actIon HRM
emphasIzes the solutIOn of employment problems to help achIeve organIZatIOnal



ObjectIves and facIlItate employee development and satIsfactIon

2 It IS IndiVidual oriented
Whenever pOSSIble, HRM treats each employee as an mdividual and offers servIces
and programs to meet the mdividual's needs

3 It IS worldWide oriented
HRM must treat people faIrly, WIth respect, and WIth senSItIvIty Thus, HRM
practIces ill any regIon of the world must follow some basIC pnnclples

4 It IS future oriented
EffectIve HRM IS concerned WIth helpmg an organIZatIon achIeve ItS objectIves m
the future by provIdmg for competent, well-motIvated employees Thus, human
resources need to be Incorporated Into an orgaruzation's long-teon strategIes

A Brief History OfHRM

The hIstOry of HRM can be traced to England, where masons, carpenters, leather
workers, and other craftspeople orgamzed themselves mto gwlds They used theIr umty
to Improve therr work condItIons These gwlds became the forerunners oftrade umons

The field further developed WIth the arrIval of the IndUStrIal RevolutIOn 10 the latter
part of the 18th century, whIch laId the basIS for a new and complex mdustrIal SOCIety
In snnple teI!llS, the Industnal RevolutIon began WIth the SubstItutIon ofsteam power
and machInery for time-consum1Og hand labor Workmg COndItIonS, SOCIal patterns,
and the aIVlSIOn of labor were slgmficantly altered A new land of employee, a boss,
who wasn't necessanly the owner as had usually been the case In the past, became a
power broker In the new factory system WIth these changes also came a WIdemng gap
between workers and owners

DrastIC changes In technology, the growth oforgarnzatIons and government concern
and InterventIon concermng workIng people resulted In the development of personnel
departments There IS no specrfic date asSIgned to the appearance of the first personnel
department, but around the 1920s more and more organIzatIOns seemed to take note
of and do somethmg about the COnflICt between employees and management

Early personnel admInlstrators were called welfare secretarIes TherrJob was to bndge
the gap between management and operator (worker), m other words, they were to
speak to workers In therr own language and then recommend to management what had
to be done to get the best results from employees

The early hIStOry of personnel still obscures the Importance of the HRM functIon to
management The personnel functIon was conSIdered to be concerned only WIth blue-
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collar or operatmg employees Peter Drucker, a respected management scholar and
consultant, made a statement about personnel management that reflected Its blue-collar
onentatIOn Drucker stated that the job ofpersonnel was "partly a file clerk's job, partly
a housekeepmg job, partly a SOCIal worker's job, and partly fire fightIng, headmg off
umon trouble"

The Modern View of HRD
Today HRM functions are gIven much more respect When HRM strategIes are
mtegrated WIthm the orgamzatIOn, HRM plays a major role In clanfymg the firm's
human resource problems and develops solutIons to them It IS onented toward actIon,
the mdividual, worldWIde mterdependence, and the future Today It would be dIfficult
to ImagIne any organIzatIon achIevmg and sustaImng effectIveness WIthout effiCIent
HRM programs and actIVItIes

For years the HRM functIon had not been lInked to orgamzatIOnal success The role
ofHRM In the firm's strategIC plan and overall strategy was usually couched m fuzzy
terms and abstractIons HRM was merely a tag-along unIt WIth people-onented plans,
but was not a major part ofthe planmng and strategIC tlunkmg process Today, because
of the recogrution of the CruCIal Importance ofpeople, HRM IS Increasmgly becommg
a major player m developmg strategIC plans OrgamzatIonal plans and strategIes and
human resource plans and strategies are mextncably lmked The HR.M strategies must
reflect clearly the organIzation's strategy With regard to people, servIce, and overall
effectIveness The human resource manager IS expected to play a CruCIal role m
Improvmg the skills ofemployees and the firm s profitabilIty In essence, HKM IS now
VIewed as a "servIce center" and not SImply a "cost of operations "

What Should HRM PrOVide
The HRM function today IS concerned With much more than SImple filmg, housekeep
mg, and record-keepmg HRM must serve a promment role m
o Analyzmg and solvmg problems from a cost-onented, not just a service-onented,

pomtofvIew
o Assessmg and mterpretmg expenses or benefits of such HRM Issues as productIV

Ity, salanes and benefits, reCruItment, trammg, absenteeIsm, relocatIon, and
nationalization ofservices

DUsIng plannmg models that mclude realIstIc, challengmg, speCIfic, and meanmgful
goals

o Prepanng reports on HRM solutIons to problems encountered by operatIons
o Trammg the human resources staff and emphasIzmg the strategIC Importance of

HRM and the Importance ofmakmg contnbutions to the organiZatIOn's success
The mcreased strategic Importance ofHRM means that human resource speCIalISts
must show that they make contnbutIOns to the goals and mISSIon of the firm The
actions, language, and performance of the HRM functIon must be measured,
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precIsely commumcated, and evaluated The nevv strategIC positIOnmg of HRM
means that accountabI1rty must be taken senously

Why Top Management Struggles wIth HRD
One problem top management has m makIng strategIC planmng deCIsIons regardmg
people IS that all other resources are evaluated m terms of money, and at present, m
most organIzatIOns, people are not There has been a push toward human resource

accountmg, whIch would place dollar values on the human assets of organIzatIOns
Managers must learn to appreCIate the value of their human assets These assets must
be treated as the key to effectIveness HRM WIll asSIst In tlus process

HRM & Organization Effectiveness

•

All organIzatlons must be concerned about therr effectIveness The contnbutions HRM
makes to organizatIonal effectlveness mclude the followmg
o Helpmg the organiZatIOn reach Its goals
o Employmg the slalls and abilItIes of the work force efficIently
o ProvIdmg the organiZatIon WIth well-tramed and well-motIvated employees
o Increasmg to the fullest the employee's Job satIsfactIon and self-actualIzatIOn
o Developmg and mamtaInIng a qualIty ofwork hfe that makes employment m the •

organIzatIOn deSIrable
o Commumcatlng HRM polICIes to all employees
o HelpIng to maIntam ethIcal polICIes and behaVIOr
o Managmg change to the mutual advantage ofmdividuals, groups, the enterpnse,

and the publIc

Who Performs HRM Dunes
More and more organtzatlons are employmg HRM speCIalIst These mdividuals have
speCIal tramIng and/or expenence 10 performmg the speCIfic tasks of the HRM
functlons

In addItIon to the role ofHR. speCialIst, operatmg managers (supervIsors, department
heads, dIrectors) are mvolved m HR.M actIVItIes smce they are responSIble for effective
utlhzatIOn of all the resources at theIr dISPOSal The human resource IS a very speCIal
kmd of resource If It IS Improperly managed, effectIveness declmes qUIckly

Operatmg managers spend conSIderable time managmg people In the same wayan
operatIng manager IS personally responSIble If a machIne breaks down and productIOn
drops he must see to the trammg, performance, and satIsfactIon of employees
Research mdicates that a large part of an operatIng manager's day IS spent m
unscheduled and scheduled meetIngs, telephone conversatIOns, and solvmg problems
that dIrectly Impact people The manager, through constant contact WIth many dIfferent •
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people, attempts to solve problems, reach declSlons, and prevent future dIfficultIes All
of these Items requIre good HRM skIlls

The Interaction of Operating and HR Managers
WIth two sets of employees (operating managers and HR specIalIsts) making HRM
deCISIons, there can be COnflICt COnflICt occurs because operating and HR managers
dIffer on who has authonty for what decIsIons, or there may be other dIfferences
between operatmg and HR specIalIst The COnfliCt between HR speclahst and operating
managers IS most pressmg when the deCISIons must be jomt efforts on such Issues as
dISCIplIne, phYSIcal working condItIOns, terminatIon, transfer, promotIOn, and
employment planrung Research indIcates that operatIng managers and HR speCialIsts
dIffer on how much authonty personnel should have over job deSIgn, labor relatIOns,
orgamzation plannIng, and certain rewards, such as bonuses and promotIons

MinimIZing Conflict
One way to minImIZe the COnflICt between operatmg managers and HR employees IS
to show operatlng manager the benefit to usmg HRM technIques and programs Efforts
to IdentIfy systems that prOVide lme managers WIth operatIOnal benefits and produce
positive results Wllliessen tensIon Workmg together can reduce unproductIve conflIct
between operatlng managers and HR speCIalist

Another way to work out actual or potentIal conflIcts of thIs type so that the employee
IS not caught m the mIddle IS to try to asSIgn the responsibIlIty for some HRM
deCISIOns exclUSIvely to operanng managers and others exclUSIvely to HR speCIalIsts
Another approach IS to tram both sets of managers m how to get along and how to
make better Jomt declSlons ThIs trammg IS more effectIve If the organIzatIon has a
career pattern that rotates Its managers through both operatmg and staffPOSItIOns, such
as those In HRM ThIs rotation helps each group understand the other's problems

The Role of the HR Manager or SpeCialIst
When an orgamzatIon creates specIalIZed pOSItIOns for the HRM functIon, the pnmary
responsIbIlIty for accomplIshmg the HRM ObjectIves descnbed earlIer m the chapter
IS asSIgned to the HR managers But the chIef executIve IS stIll responsible for the
accomplIshment of HRM ObjectIves At all levels m the organIzatIOn, HR and
operatmg dIrectors must work together to help achIeve ObjectIves The HR director
promotes the HRM function WIthin the orgamzatIOn to employees and operatmg
executIves both

The Ideal HR dIrector understands the ObjectIves and actIVItIes ofHRM He has had
some expenence as an operatmg manager, as well as expenence m HRM The Ideal
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HRmanager has supenor mterpersonal SkIlls and IS creatlve It IS vItal that operatmg •
management perceIves the HR manager as a manager first, mterested m achIevmg
orgarnzatIOnal goals, and as a speCIalIst advIser m HR matters second ThIs makes the
HR dIrector a member ofthe management team and gives the functIOn a better chance
to be effectIve

HRM's Place In Management
How Important IS HRM In the top-management luerarchy? In the past, HRM clearly
was not very Important As In Drucker's statement, personnel, as It was called, was
"work sUItable for a file clerk" TIus VIew has changed ArtIcles have proclaImed that
HRM IS the fast track to the top and HRM dIrectors are the new corporate heroes In
fact, HRM IS advanCIng rapIdly as a Vital force In top management

What appears to be occumng IS that an mcreasmg number of organIzatIOns are
recogmZIng that the HR department has a responsIbIlIty to be a proactIve, mtegral
component ofmanagement and the strategIC plannmg process TIns new emphasIS does
not replace the competence reqUIred m counselIng, consultIng, mdustnal relatIons, or
managenal control systems Instead, It IS an onentatIon that states that HR department
must do more than SImply SIt and lIsten when strategic management plans are nurtured
and developed The department must determIne a strategIC dIrectIOn for Its own
actIVItIes that WIll make It a proactIve arm of the management team To accomplIsh
thIS new role, HRM must ascertam specIfic orgarnzatIonal needs for the use of ItS •
competence, evaluate the use and satIsfactIon among other departments, and educate
management and employees about the aval1abilIty and use of HRM department
servIces The long-range goal of any HRM strategic plan must be to bUild on the
orgarnzatIon's strengths

As HR executIves play an Increasmgly dominant role at the orgarnzatIon's strategIC
plannIng table they must educate the members ofother departments or UnIts about the
human resource lII1plIcatIons of vanous deCISIons Thus, the HR executIve must be
famIlIar WIth other aspects of the orgarnzatIon, productIon control, dIstnbutIOn,
serVIce, computer utIlIzatIon, research, development and the enVIronmental Issues

HR staffcan mfluence prodUCtIVity by the sound applIcatIon ofHRM programs There
are speCIfic actIVItIes and practIces that can lII1prOve mdividual performance and,
consequently organIzatIonal productIVIty For example
o ReCrUItment and selectIOn technIques can be used to attract and hIre the best

performers
o MotIvatIOnal and compensatIOn technIques can be used to retaIn employees and

Improve Job performance
o Trammg and development can be used to Improve Job performance TraInmg and

development can be used to Improve skIll and competency defiCIencIes that, In

turn, mcrease performance •
o ASSIStIng lme operatIOns to IdentIfied major productIVity restraInts such factors as
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worker resIstance to change, poor motIvatIon, government regulations, and
meffectlve work rules

HRM & Geographic LocatIOn
The locatIon of the organIzatIon mfluences the kmds of people It hIres and the HRM
actIvItIes It conducts A utIlIty plant located m a rural area confronts dIfferent
condItIOns than one located m an urban area For example, the work force m a rural
area mIght be more WIllmg to accept a bureaucratIc organIzatIon style Recrultmg and
selectIon m rural areas wIll be dIfferent m that there may be fewer applIcants Urban
locatIon mIght be advantageous for recrwtIng and holdIng professIonal workers Urban
locatIons provIde a bIgger labor force but generally call for hIgher wages

The Impact of Education
EducatIonal Factors such as the number of skIlled employees avaIlable, attitudes
toward educatIon, and lIteracy level WIll Impact HRM functIons EducatIonal
defiCIenCIes WIll lead to a scarCIty of qualIfied employees, as well as a lack of
educatIonal faCIlItIes to upgrade potentIal employees

The Impact of Government
PolItIcal factors and polItIcal structures dIffer and can encourage or dIscourage HRM
polICies and procedures PolItIcal umts also dIffer m degree ofpolItIcal StabIhty Some
countnes are very natIOnalIStIC In theIr bUSIness practIces and can Impose strong
reql.tJ.re~ents that must be mtegrated Into HR polICIes and procedures

The Impact of Economic Factors
EconomIes dIffer m basIC structure, mflation rate, ownershIp constraints, and the lIke
Impact the HR functIons The natIons of the world can be dIVIded 1Oto three economIC
categones, fully developed, developIng, and less developed In the fully developed
natIons managers Will find fewer dIfferences 10 educatIonal, behaVIOral, econOmIC, and
legal-polItIcal factors than they are lIkely to encounter m developmg or less developed
countnes

Lesser developed countrIes are the most dIfficult to work m because of sIgmficant
constraInts In all four factors To be successful In these SItuatIOns, HR managers must
learn all they can about the natIOnal scene In whIch they WIll be workIng Knowledge
ofdIfferences among natIons In educatIOnal, behaVIOral, legal-polItIcal, and economIC
factors IS essentIal for the development of sound HRM pohcles and procedures An
HRM manager WIth the wrong set ofattItudes may try to create of do1Og thIngs WithOUt
considenng the constramts In these four factors The more SIgnIficant the dIfferences,
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the more lIkely they are to cause problems for the unperceptIve manager

HR Management & the Internal Environment
The Internal envIronmental Influences of an organIzatIon (goals, organIzation style,
nature ofthe task, work group, and leader's style and expenence) Involve charactenstics
and factors that are found WithIn the organIzatIon ConSIder the follOWIng

An OrganIzation Culture (paradigms)
OrganIZatIon culture refers to a system of shared meanIng held by members that
distinguIshes the organIzation from other organIzatIons The essence of an orgamza
tIon's culture IS emItted from the firm's way of dOIng bUSIness, the manner m whIch It

treats customers and employees, the extent of autonomy or freedom that eXISts In the
departments, and the degree ofloyalty expressed by employees about the organIzatIOn
OrganIzatIOn culture represents the perceptIons held by the organIzatIon's employees
Is there a sense ofshared value? Is there a common value system held by employees?
Tnese are the kInds of questIons asked to amve at a pIcture of the firm's culture

•

Culture can have an Impact on the behaVIor, productIVIty, and expectations of
employees It prOVIdes a benchmark ofthe standards ofperfonnance among employees
For example, It can prOVIde clear guIdelmes on attendance, punctuahty, concern about •
qualIty, and customer servIce

Joel Barker descnbes a culture as a senes of values that dIctate the way deCISIOns are
made and 0PInlons are developed ThIs collectIon ofvalues and cultures are known as
"paradigms"

All of us have expectatIons and an understanding ofwhat the corporate culture of our
organIzatiOn IS SometImes, our expectatIOns are realIstIC they relate well to the "real"
world and what It presents to us SometImes, our expectations are unrealIStic out of
Ignorance ofour own charactenstIcs And sometImes, our expectations are fantasy they
are Imagmed

How can we tell Ifwe are relatIng well to the world around us? How can we make sure
we update ourselves to adjust to a changmg world? There are two thIngs we can do
First, we can understand the values and nsks ofour culture's pattern ofthmkmg We'll
call these patterns "ParadIgms" Second, we can develop a process for cntical
evaluatmg these paradIgms

What Are Paradigms
Adam SmIth, m Powers of Mmd, defines paradigms as " a shared set of assump-
tIOns The paradIgm IS the way we perceIve the world The paradIgm explaInS the world •
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to us and helps us to predict Its behavIor"

It estabhshes or defines boundarIes, and
It tells you how to behave InsIde the boundarIes to be successful "

• Joel Barker, In Future Edge, gIves thIS defimtiOn
"A paradIgm IS a set of rules and regulatIOns (wntten or unwntten) that does two
thIngs
(1)
(2)

Barker goes on to prOVIde a lIst of some of the thmgs that become paradIgms for us
Wetye- added a-few to lns lIst and deleted a few

ParadIgms ID The Workplace

0 Absolutes 0 Practices
0 Addictions 0 Predictions
0 Assumptions 0 Prejudices
0 Bellefs 0 Principles
0 Customs 0 Procedures
0 Doctrines 0 RegulatIOns
0 ExpectatIons 0 Routines
0 Habits 0 Standards
0 Laws 0 Systems

• 0 Methods 0 Theones
0 Models 0 TraditIons
0 PolICies 0 Values

We can conclude that paradigms are the assumptions or expectations we hold about ourselves
and the world around us ParadIgms are what we think and what we belIeve about how things
work Paradigms are self-fulfillIng propheCies and SFP's are paradIgms

ParadIgm Examples
ConSider the "law ofgraVIty" It certainly establIshes or defines boundaries, It tells us that what
IS unsupported will fall We know how to behave inside thiS boundary In that we buIld buildings
With strong support for the roof and we aVOid Jumping from high places

ConSider the theory of electnclty We use the pattern ofelectron flow, WIth resistance, to lIght
our paths and heat our food Because we can predIct the flow of electrons from source to
ground, we Insulate WIres for our own protectIOn and we aVOId direct contact WIth "hot" buses
or wires

•
ConSider the use of estabhshed procedures Procedures allow different people access to a
common computer system and common files by followmg umfonn mstructlOns Procedures
demonstrate when the Job IS done"nght" and when It's done "wrong"
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Paradigms are Useful •
Paradigms, as we can see, are very useful They allow us to make our lives controllable and
predictable They help us to bUild on the past In order to make the future Paradigms provIde us
the power to solve problems

Paradigms are Common
All around us are sets of prmclples and accumulations ofassumptions that we use In our bves
We may not be conscIously aware of them, but we encounter them and we use them At times,
we are victims of them We must understand our paradIgms In order to use them effectIvely

Our Paradigms are Different
Each of us comes mto the group, the team or the organIzation WIth a umque set of paradigms
We have developed our own pnnclples, values and behefs Our unique perspectIves on
SituatIons are useful for vlewmg problems differently and collectIvely solving them

Collections or Sets of Paradigms are the OrganIZational Culture
When we collectively believe thmgs and operate on these behefs, we establIsh our organIza
tIOnal culture We collectIvely apply our paradigms to predIct and control our own behavIOr and
the behavIOrs of those around us

Paradigm Prison
ParadIgmS are not always good for us They may run their course and be unable to help us solve
our problems But, m some cases they hmlt our thmKmg and our ablhty to create needed
changes The can create a VIrtual pnson It prevents us from proceedmg

Paradigm Life-cycle
Barker says It thIS way, "Every paradigm will, m the process of findmg new problems, uncover
problems It cannot solve" In other words, the paradigm doesn't allow or doesn't explam the
actual problem circumstances A step-by step 1llustratlOn ofthe hfe cycle mIght Include these
elements
o The estabhshed paradIgm begms to be less effective
o The people who are affected by the paradigm begm to lose trust 10 the old rules, the old

ways
o DIstrust In the old way mcreases and dIscontent grows
o Someone has to come up WIth a new paradigm that offers a solutIOn to the problem
o If the new paradIgm offers a workable solutIOn, It gains acceptance
o The new paradigm becomes the establIshed paradigm
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Paradigm Resistance
Everyone doesn't readily accept new paradIgms There are several reasons
o People who choose to accept new paradIgms, especially at the early stages, wIll not have

sufficient eVIdence and support for their thmkmg to convmce everyone
o Those who are successful at a new paradIgm wIll gam a new way ofvlewmg the world and

a new set of rules to apply to It Others won't understand thiS
o The new paradigm puts everyone back to zero where experience IS of little value and

where knowledge IS only gamed by expenment and new experience
o People who practiced the old paradigm, who had great advantage by knowmg and practlcmg

It well, lose much or all of their power
o Therefore, practitioners of the old paradigm Will mevltably resist a change to the new

paradIgm

Paradigm ParalySIS
People who hold strongly to their paradigms can become qUIte mflexlble Barker calls It
"ParadIgm ParalySIS a termmal disease of certamty " The symptoms are eVident m these kmds
of remarks
o That's Impossible
o We don't do thmgs that way around here
o We've trIed that before and It didn't work
o It's agamst pohcy
o Get real'
o We've always done It thiS way
CJ That's wrong'

Four Key Ways We Impact Relations With Our Feelings
There are four key words whIch Illustrate how our expectatIons show up In or show through our
behaVIOr Theyare Climate, Input, Output and Feedback Let's look at each one and examme
the Significance of our expectations 10 them

ClImate
"Climate" descnbes the tone and mood that we set for our relatIOnships With others It doesn't
take team members long to figure out whether we are "approachable" or not

Input To Them
Team members need mput from us on plans, procedures and other actiVitIes They need adVice
and Instruction They need directions and suggestIOns We cannot hold back on necessary
mformatlon which Will help them But do we?
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Output From Them
We also have to recognize the value ofwhat others can offer We need to give them plenty of
opportunity to submit Ideas, suggestions and alternatives Gettmg them to provide mformatlOn
means that we have to encourage their output and accept It In a positive vem The degree to
which we do wIll determme the response we are lIkely to get How much output do we expect
them to be capable of' How much do we expect to ask for?

Feedback
Feedback to others must be provided The feedback must not only be accurate, It must be
timely Interestmgly enough, many people learn what we expect of them by the feedback we
provide Ifwe are reluctant to prOVide feedback because we belIeve It Isn't needed, or that It will
be resented, we will have given others every reason not to care simply because we apparently
do not care Ifwe care, we wIll let them know where they stand with us

Our InactIOn Reveals ExpectatIOns
Now, If we belIeve that a simple solution to the problem IS to aVOid It by aVOldmg all
commUnICations, we are mistaken When we faIl to mteract with others, we are communIcating
a set of expectations anyway We are saymg "You are not worthy of my time, you don't
deserve my Input, your output IS not worthwhIle, you are on your own with no feedback
(pOSitive or negative) from me" We cannot aVOid communIcatmg expectations
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ExerCIse

ConsIder the Impact of the followmg Items on the Human Resources of
your OrganIzatIOn

.. Nature ofthe Tasks Performed
.. Degree ofPhysIcal ExertIon RequIred
.. Degree ofEnvIronmental Unpleasantness
.. PhysIcal LocatIon of Work
.. TIme DImenSIOn of Work
.. Human InteractIOn on the Job
.. Degree ofVanety III the Task
.. Task IdentIty (wholeness m a Job)
.. Task DIfferences and Job DesIgn
.. Work Group

What does your organIzatIOn want from It'S employees?
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An effectIve group IS one whose •
o Members functIon and act as a team
o Members partIcIpate fully m group dISCUSSIon
o Group goals are clearly developed
o Resources are adequate to accomplIsh group goals
o Members furnIsh many useful suggestIOns leadmg to goal achIevement
o Most effectIve work groups are small (research mdicates that 1 to 14 members IS

a good FaIlge), and theIr members have eye contact and work closely together

An effectIve work group WIll help achIeve the goals of the organIzatIOn It IS m the
manager's mterest to make the groups effectIve It IS also m the mterest of employees,
because effectIve groups serve theIr members' SOCIal needs

Strategic HRM: An Important Key to Success
There IS now lIttle dIsagreement WIth the pOSItIon that the HRM functIon IS a VItal
contrIbutor to the orgarnzatIOn's mISSIon HR managers are becommg more mvolved
In the estabhshment ofthe strategy fonnulatIon and ImplementatIon In the orgaruzatIon
A strategy mdlcates what an orgarnzatIOn's key executIves hope to accomphsh In the
long run There IS also an mtennedlate and a short-tenn strategy pOSItIOn In any
orgarnzation

Strong HRM leaders follow specIfic patterns m creatmg strategIC HR plans There are
five practIces that must be mcorporated mto these deCISIons

o Leaders define the HRM role In terms of the functIOn's partICIpatIOn m busmess
deCISIons and In the ImplementatIon ofbusmess strategIes

o Leaders focus the current resources devoted to the HRM functIOn on Important
problems before they add new programs or seek addItIOnal resources

o Leaders' HR staffs InltIate programs and commUnICatIOn With lme managers
o Leaders' lme management share the responsIbI1rty for HRM programs
o Leaders' corporate staffs share responsIbIhty for human resource polIcy fonnulatlOn

and program admInIstratIon across orgarnzatIOnallevels

StrategIC planmng by an organIzatIon leads to mfonned, purposeful actIOns By
articulatmg a clear common VISIon of what the orgarnzatIOn eXIsts for, now and m the
future, a strategIC plan prOVIdes dIrectIon and a cornerstone for making Important HRM
deCISIons The plannmg process when applIed to HRM actIVItIes expands awareness
OfpOSSIblhtIes, IdentIfies strengths and weaknesses, reveals opportumtIes, and pomts
to the need to evaluate the probable Impact of mternal and external forces

How well we Plan wIll determme, for the most part, how effectIve we are m any of the
actIVItIes we perfonn or that we have our personnel perfonn
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Why Plan
There are many reasons why we must approach our job With plannIng We may lose
SIght of thIs Ifwe have heard comments lIke thIS one made by one manager "A good
manager IS one who can jump from cnSIS to cnSIS WIthout lOSIng hIs\her footIng, any
fool can plan" The real fact IS that good managers use plannIng to help them move
effectively from cnSIS to cnSIS, and to reduce the number of crises whIch are lIkely
to occur

AVOIdmg CrISIS
It IS very easy to slIp Into the "cnSIS mode" ofmanagIng In effect, thIs IS "lettIng thIngs
happen" Instead of "makmg thIngs happen" It IS a SIgn ofpoor managenal methods

WIthOut an effectIve planrung effort, we become very actIve In IneffectIve actIOn We
add fuel to the "fires" that we must put out, and we help ensure that there WIll be an
ample supply ofcnses avaIlable to jump to WIth effectIve plannmg, we ensure that our
actIons WIll be effectIve When we handle cnses, we keep the cost of handlIng to a
rrnmmum We correct some ofthe defiCIencIes In the system and we ensure ourselves
enough tIme to thInk before we have to act agaIn

Actmg Effectively and EffiCiently
If we want to act effectively, we need to plan effectively To achIeve the ObjectIves
ofour job, we must plan well Also, to achIeve needed results WIth the most effectIve
use ofresources reqUIres solId plannmg We must plan for effiCiency to act effiCiently

What All Plans must Include
It has been SaId that there are three central questIons In any planmng effort

Where are we now?
Where do we want to get to from here?
How do we get there?

These questIOns defIne the common elements of any planrung we want to do Here's
how

I An AnalYSIS ofthe SItuatIOn
2 SpeCIfic Results Expected

Strategy and ActIon Steps Needed
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An AnalysIs of the SItuation
Where we are now IS of vItal concern when we go to plan ThIS means that we look
over the present SItuatIOn to see what the Important factors are, before we prepare a
work schedule for our next planmng cycle (the length ofyour planmng cycle wIll vary
dependmg on the nature of your job) FIrst,we must look at tasks where work IS
contmumg and recogmze the resources that are commItted to these Items Next, we
must look at what tasks WIll have to be done and establIsh a pnonty for completIOn of
these Items Our VIew must take mto account the needs ofour customers, our group and
the resources we have aVailable

Our plannmg effort must "take stock" ofwhere we are now The analYSIS of the present
SItuatIOn WIll reveal two thIngs

• those thIngs whIch are to be left alone because of contmumg actlOn or no actIOn
needed,and

• those thmgs whIch need to get done or where change IS needed (a plan must be
developed)

SpeCIfic Objectives
Once we know where we are, we focus the planmng and orgamZIng effort on some
speCific target Why? Ifwe do not know where we are gOlDg, all roads wIll lead
there' We need to set speCific objectIves or end results lD the plan We have to look
ahead and decIde just what It IS we want to accomphsh as a result of our acnon The
objecnves are the purpose of the actIVIty

The second element of a plan IS ObjectIves They answer the questIons What do we
want to accomphsh? and, Why? We have to thmk results each tIme we want to plan
an actIon ThIs element IS absolutely essentIal If we are to mclude the thIrd element

Strategy and Action Steps
We then estabhsh where we're gomg The mIssmg lInk IS how we get there ThIs
element IS where the detaIled part of the plannmg IS defined In effect, strategy and
action steps are merely answers to the basIC questIOns represented by, who, what,
why, when, where, and how

What Is Needed?
Who Is To Be Involved?
When (What Is The PnontyIThe TIme Frame?)
What CommuDlcatIons Are Needed?
What Procedures Are To Be Used?

16

•

•

•



THI
PL.ANNING
PRcem

• The Planning Proces
The PlannIng Process IS a categonzatlOn of the basIC steps that we should complete In
developIng and ImplementIng plans We should recognIze that there are certain basIC
parts In the planmng process for any planmng task we may be workIng on The process
can be VIsualIzed as havmg four basIC steps

CIlR"'~'"
I ~
I'- -+-C:OMMUNICArel--..,

~I
~_..!. ..J___ CONTRCl.

Each step IS a prereqUIsIte to the next step, and WIll normally be done In the sequence
we see here

•

•

Prepare
The "prepare" step IS the first phase of plannIng any effort We need to get ready to
plan In other words, we need to plan our plannmg ThIs means several thIngs Frrst, we
should pIn down Just what the objectIves are When ObjectIves are too general or don't
IdentIfy the results we are after, they prOVIde no basIS for makIng chOIces and reachIng
deCISIons In defimng objectives we are determInIng the end results that we want to
achIeve We are developIng a pIcture of what we would lIke to accomplIsh WIth our
plan We are also considenng the thIngs we mIght accomplIsh "along the way"

WorkIng Smart
EffectIve planmng takes a lot of "smarts" In the form of personal practIces and habIts
Let us pInpOInt a good many of them as they apply to the first of the four steps m the
plannIng process

Prepare Practices
a Set asIde adequate tune for planmng what we want to accomplIsh
b Get key people Involved at early stages to assure needed Inputs and personal

commItment to the plans
c Pm down the objectIves In terms ofspeCIfic end results and aUXIlIary ObjectIves

that are dIrectly related to our mISSIon
d IdentIfy the kinds ofInformatlon needed to support our plans and our INPUTS

to the overall planmng system
e Get somebody started at fillIng m the mformatlOnal gaps (for example, gIve

people m a DIVISIon plenty of lead tIme for an mformatlon request)
f Layout how people WIll be Involved m the planmng actIVItIes (meetmgs, due

dates on aSSIgnments, advance bnefing, etc )
g Set tIme targets for completlOn of varlOUS phases of the planmng process
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h Touch base WIth hIgher management early m the process and keep them •
mformed
Keep others mfonned ofproject status through the plannmg stage

Our effectIveness m the "decIde" step depends to a large extent on how well we have
done the Job at the "prepare" step of plannmg

DecIde
The decIde phase of the plannIng process boIls down to makIng final choIces and
spellIng out who, what, where, and when ActIOn plannIng IS, after all, Just that!
Plannmg IS a functlon that produces actIon But the nght actIon means lookIng at
alternatIves and weIghIng the lIkely consequences

The "decIde" step of the plannmg process reqUIres lookmg at alternatIve strategIes,
havmg cntena for chOIces, anticipatlng the lIkely consequences, and spellmg out the
actIon plan We WIll decIde who IS gOIng to do what, when they are gomg to do It and
where

AlternatIve strategIes are the possIble types ofactIon whIch mIght be taken to handle
a SItuatIOn

Decide Practices •
a Identlfy all reasonable alternatIve strategIes that mIght be employed In

achIevmg obJectlves
b EmphasIZe the consensus approach where personal comnutment by others WIll

be needed for the plannIng Job Itself and for Implementatiop of the plan
c Negotlate pnontles WIth hIgher management
d Keep the plannmg effort m focus so It does not get off the track AVOId

spendmg tlme haslung over tlungs that cannot be controlled or changed
e Document thIngs along the way to aVOId re-covenng the same ground and to

keep the final documentatlonjob from becommg a monumental task
f Do not InSIst on the Ideal solutIon, whIch may be ImpossIble to define or not

worth the extra tIme and effort requIred
g AntlCIpate the lIkely effects, both good and bad, of vanous strategIes
h Button up the final chOIce, leave no loose ends, make sure everybody

understands what has been deCIded
Work out the necessary detaIls on who, what, when, where, why, and how (5
W'sandH)

J Bnef hIgher management and others on alternatIves that were consIdered and
theIr effects (explam the ratIOnale for the declSlons)

•
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Communicate
An actlOn plan reqUIres unplementatIOn ImplementatlOn depends largely on how well
the plan IS commumcated Commurucat1Og the plan reqUIres not only that we determ10e
to whom the commumcatlOn should go, but also whIch medIUm to use

Should a bnefing be held Just for orgamzatIon, or should key people from other
departments also be 1Ovolved? If a major new project IS to be launched, IS a formal
presentatIon WIth audlO-visual aIds 10 order? SometImes, several communIcatIon
methods need to be used For example, a wntten announcement or memo mIght be
backed up WIth open dISCUSSIon at a meet10g WhICh WIll stImulate two-way commUnI
catIon Feedback IS dIrect and ImmedIate Many of the methods and procedures
developed and used 10 ASST are for commurucatlOn purposes The lugh degree ofwork
1Otegratlon between VarIOUS departments dIctates structured commUnICatlOns However,
paperwork does not always get the commumcationJob done Personal contact IS often
reqUIred

Who Should We Communicate WIth
In commumcat1Og a plan we should ask ourselves first, "Who has to know?"
ObvlOusly, the people who are go1Og to be 1Ovolved 10 Implement10g the plan must
have sohd 1OformatIon In addItIon, we should ask, "Who should know?" Here IS where
communicatlOn oversIghts are most lIkely to occur Our own people, people mother
departments not dIrectly affected, and some of our peers, who are not specIfically
mvolved, should possIbly be Informed We often overlook many people who may be
10terested 10 or affected by a plan

CommUnIcatmg the actlOn plan needs to be planned There are many tImes, for
example, when the grapevme IS lIkely to get ahead ofan OffiCIal announcement How
many tImes have we found that we have had to 10terrupt our own schedule and call a
hurry-up meetmg, answer some hectIC phone calls, or get out a clanfy10g memo,
because tlungs have been garbled through the grapevme

.
The broader the scope of the plan, the more Important tlus communIcat1Og step
becomes Formal annual plans, for example, reqwre preparatIon and a number of basIC
decislOns as to format and content They also reqUIre communlcatlOns 10 each step of
the process Several steps need to be taken to commumcate to the people whose
mvolvement and understand10g are essential for success

CommunIcat1Og the plan Itself IS the thIrd step

19



CommUDIcate Practices •
a IdentIfy the audIence for the plan (who needs to know, who wIll be dIrectly

affected, who has an mterest and may react even though only mdirectly affected
or seemmgly not affected at all)

b Develop the appropnate means and methods for commUIllcatmg (formal
presentatIOns, mformal bnefing, audIO-VIsual aids, etc)

c Bnefthe people who Will be commUnIcators at all levels GIve them a chance
to ask for InformatIon 10 lIght of the questIons they know are bound to come up

d Look for feedback that mdicates how well the plan IS understood at all levels
e Keep hIgher management mformed on the commUnICatiOn actIVItIes

Control
Control IS the fourth and final step ofplanmng Controls need to be planned as well as
applIed BasICally, tlus means sett10g checkpo1Ots 10 advance

Set Check Pomts
Checkpo1Ots tell how plans are progressing at appropnate places and tImes Ideally,
they gIVe early warnmg of vanances whIle there IS stIll tIme to take correctIve actIon
These checkpOints are best detenmned dunng the planmng step The plan should
mclude what to check, where to check It, when to check It, and how to check It It
should also mclude who Will check All of these Items need to be spelled out before •
ImplementatIOn begIns If we know about cntical checkpomts, we should bnng these
up

Control Practices
a Key checkpo1Ots are needed Make sure there Will be tunely feedhack tnat SpOts

potentIal problems as well as venfies progress
b Let the people who Will be asked to make progress reports know when and

where tlus Will be done Tlus prompts them to act and also aVOIds unnecessary
resentment

c Allocate tIme to the problem areas where help IS needed
d Follow up as planned and as has been 10dIcated to others ThIs keeps people 10

tune With pnontIes and expectatIons on the project or plan Follow-up prompts
others to follow through on theIr part ofthe job

e Keep hIgher management Informed ofdIfficultIes encountered 10 a plan and the
need for correctIve actIon

f Take remedIal actIon promptly when problems are spotted
g Adapt or modIfY the plan as necessary to meet Its ObjectIves

Good planmng mcludes "prepare," "deCIde," "communIcate," and "control" Any
Improvements we can make m each of the steps Will prOVIde us a payoff for our
plann10g efforts If we can Improve 10 all four steps, our results Will be even more
dramatIC
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• Plannmg IS not easy work A lot ofIt IS necessanly labonous SometImes It may seem
frustratIng both because progress IS not always steady and because the actual results are
usually not IInmedIately seen However, It IS a functIon that apphes to each of us

How People Fit In to Our Plans
People are certamly an Important factor In aclnevmg plans, but they are not the only
factor Four factors are necessary for aChIeVIng results

RESOURCES =all of the faCIlItIes, eqUIpment, matenals, supplIes, tools-of-the
trade, fmances (mcludmg cash), tIme, mformatIOn, and people (human resources)
that are needed

STRUCTURE =the orgarnzatIOn's way of defimng who IS supposed to do what,
structure also defmes when and where each actIon IS to be taken

OPERATIONS =the methods and procedures for taking actIon In the orgamza
tIon, thIs mcludes maclnne operatIOns and procedunzed methods ofoperatIOns that
people perfonn, How the work IS done

•
PERFORMANCE = what people do

GettIng the four factors together
For our operatIons to functIon effectIvely, we must consider all four factors together
People, eqUIpment, matenal, mfonnatIon, money and tIme (resources) have to be
avaIlable and they have to be applIed (structure) to specIfic functIOns and tasks
(operatIons) Someone has to start or entIrely do (performance) the necessary actIOns
We can show these factors together In a simple graph
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CompletIon of our plans are dependent upon the four Interrelated factors When
everythIng works as It IS supposed to, we tend to take the organIZatIon of these factors
for granted We only tend to notIce the organIzatIOn when It has deficienCIes whIch
Interfere WIth people gettIng the results we want

The Impact of mIssing factors
Whenever there IS a problem In one or more of the factors, we wIll get somethIng less

than optImum results In fact, the relatIOnshtp of these Items can be summanzed m

some SImple pnnclples

Pnnclples Involved
There are some pnnclples for us to keep m mmd as we attempt to analyze the factors
to uncover deficiencies It may help Ifwe keep the four factors In mmd as we look at
these pnncIples

a Interdependence We already know that the four factors are Interdependent
TIus leads us to the first pnnciple In a stable system, a defiCIency In anyone
factor wIll cause a dIscrepancy In one or more other factors

•

An example WIll Illustrate Ifwe are mIssmg a resource (some mput IS not put
m), It WIll eIther affect structure, the abilIty ofa machIne to functIon properly
(operatIon), the procedures to be followed (operatIon), or the abIlIty of a •
person to perform (performance)

b Impact Because the factors are parts to a whole, we have another pnnclple If
a defiCIency IS not correctea or compensated for, It will produce a SImilar or
worse defiCIency In the orgaDizatlon's results

For InStance, If the SupervIsor faxls to mform a person to attend a meetIng m hIs
or her stead, the objectIve of havmg someone at the meetmg to represent the
SupervIsor's mterest WIll be thwarted The deSIred results wIll not be achIeved

c Ideal In a stable orgaruzatIOn, the Ideal way to correct a defiCiency IS to
completely correct the defiCIency Within the factor where It eXIsts

The Ideal way to correct a resource defiCIency IS to obtain that resource The
Ideal way to resolve a performance defiCIency IS to IdentIfy the cause of that
defiCiency (e g lack ofknowledge) and appropnately correct It (e g trammg)

d DynamiCs OrganizatIOns are seldom stable We must recogmze that our
organIzatIon IS seldom stable It changes and ShIftS from moment to moment
DefiCIenCies m one factor WIll trIgger dIscrepanCIes In other factors and there
WIll be backlash ThIs SImply means that we should not expect to act as If we •
could keep all vanables constant or "all other thmgs equal" We WIll have to
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choose strategIes that are aImed at a movmg target

e CorrectIOn CorrectlOn IS desIred over compensatIon However, we Will not
always have dIrect SubstItutes to take away the deficIency For mstance, Ifwe
have an expenenced person sIck, we cannot always find an equally knowledge
able replacement When the pIece ofeqUIpment breaks down, we may not have
another nnmedlately avaIlable We have to be realIstIc we can't always fix
what's wrong

f Compensation It IS hkely to be necessary to compensate for the ongmal
deficIency by altenng one of more other factors CompensatlOn IS possIble In

other elements for most situatlOns, even though this compensatlOn may not fully
correct for the deficIency In results For mstance, If there IS a shortage of tIme
(resource) for completIng a report, we may be able to alter the structure by
assIgnmg addITIonal people (who normally do not do the Job) ThIS, of course,
affects therr performance Where we dId not clanfy dutIes (structure) With the
employee, he or she may exerCIse Inltlative (performance) on the questlonable
Items, mstead of lettmg them slIp through the cracks

All of us do thls sort ofJugghng of factors on a regular basIS Without gIvmg It much
thought Agam, the pomt IS we want to examme reqUIrements necessary to achIeve the
results we want (CompletlOn of our plans)

Summary:
The Idea of incorporatIng HRM actIvItIes and plans mto the orgarnzatlOn's strategic
plan to cope With changes IS not new Each organIZatlOn can adopt a specIfic form of
strategy that best fits ItS goals, enVIronments, resources, and people The matchmg of
an orgarnzatIon's strategIC plan, employee charactenstIcs, and HRM actIvItIes IS
Important for achIevmg deSIrable orgarnzatlOnal end results and qualIty products and
servIces

The days of VIeWing the personnel or HRM area as only a hIghly specIahzed and
techmcal staff actIVIty are over Human resources are VItally Important to the firm's
success, and the HRM functIOn must be mvolved m all aspects of an orgaruzatIOn's
operatIOn The end results of havmg qUalIty products and/or servIces means that
employees must be performmg at an optlmallevel so that the overall strategy and goals
can be achleved The HR urnt must make everyday contnbutions to the organIzatIOn
Thus, the HRM programs must be comprehensIve, adaptable WIth the organIzatIOn's
culture, and responSIve to employee needs ThIs means that management creatIVIty and
actlOn must be exerted to match an organizatlOn's overall strategy WIth ItS HRM
programs, actIVItIes, and talents
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PLANNING QUIZ

Review each of the followmg statements and mdlcate whether It IS true or false by crrclmg the
appropnate letter T (TRUE) or F (FALSE)

1 EffectIve plannmg IS unposslble mmost of our Jobs because we are prunmly reactmg
to customers and others

T orF

2 Planmng IS antiCipatory declslon-makmg (I e makIng decIsIOns pnor to any
action)

T orF

3 Planmng IS hopeless and fruItless If It IS done m SpIte of or contrary to the desrres,
objectives and pobcles of hIgher management

T orF

•

4 A plan must mclude a deSIgn or procedure for evaluating and checkmg on progress
toward the desrred objectives

T orF •5 In planmng, some degree of formabty (wntmg thIngs down) IS necessary
T orF

6 Planmng IS the same thmg as budgeting
T orF

7 An organIZatIOn lIke our's cannot do an effective job ofplannmg WIthout asSIgnmg
specIfic plannmg responsIbilitIes to a planmng profeSSional

T orF

8 Planmng reqUIres the estabbshment ofJob and goal pnontIes
T orF

9 Many plannmg efforts fa.J.1 because specIfic tune targets for completIon of the vanous
phases of the plan have not been set

T orF

10 Plannmg IS the function of lookIng mto the future and guessttmattng what wIll happen
T orF

24 •



•

•

•

Strategic Human Resource Planning
StrategIc plannIng refers to an organIzatIOn's deCIsIon about what It wants to
accomplIsh (ItS mISSIOn) and how It wants to go about accomplIshIng It Although HR
plannIng IS Important for developIng a strategIc plan, It IS perhaps even more cntrcal
to the ImplementatIOn of that plan Thus, once the strategy IS set, the HRM functIOn
must do Its part to ensure the strategy's success, thereby helpIng the organIzatIon to
achIeve Its objectIves

There are many roles for HRM In helpmg the organIzatIon to lIDplement Its strategIc
plan For example, recruItment and selectIon are responsIble for ensunng that the
orgamzation has the necessary kInds ofskIlls aVailable for accomplIshIng Its objectIves
LIkeWise, compensatIon Will help the orgarnzation to maIntaIn a competItIve advantage
by retaInIng hIgh-qualIty employees As a result, HRM polICies must complement the
strategIc plan If It IS gOIng to be successful

Reasons for Human Resource Planning
All orgamzations perfonn human resource plannmg, eIther fonnally or mfonnally The
fonndl employment planrung techruques are descnbed in thIs chapter because mfonnal
methods are typIcally unsatIsfactory for organIzatIons reqwnng skIlled human
resources In a fast-changIng labor market It IS Important to POInt out that most
organIZatIons do more talkIng about fonnal employment planrung than actual
perfonnance Therefore, personnel and employment planrung as an HRM actIVIty IS In
Stage IT of development, or early development

The major reasons for fonnal employment plannIng are to achIeve
o More effectIve and effiCIent use ofhuman resources
o More satisfied and better-developed employees
o More effective employment opportumty plannIng

More EffectIve and EffiCIent Use of People at Work
Human resource plannIng should precede all other HRM actIVItIes For example, how
could you schedule recruItIng Ifyou dId not know how many people you needed? How
could you select effectIvely If you dId not know the kInds of persons needed for job
openIngs? Careful analYSIS of all HRM actIVItIes shows that theIr effectIveness and
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efficIency, whIch result In mcreased productIVIty, depend on human resource plannIng

More Satisfied and Better-Developed Employees
Employees who work for orgaruzatlons that use good human resource planmng systems
have a better chance to partICIpate m planmng theIr own careers and to share In trammg
and development expenences Thus, they are lIkely to feel theIr talents are Important
to the employer, and they have a better chance to utIhze them ThIs SItuatIOn often leads
to greater employee satlsfactIOn and Its consequences lower absenteeIsm, lower
turnover, fewer aCCIdents, and lugher quallty of work

More EffectIve Plannmg
Many government umts are mcreasIng demands on orgaruzatIOns to employ CItIzens
and become less rehant on mternatIOnal sources OrgamzatIOns are requIred to mamtam
complete records about the flow and utIhzatIOn ofappllcants and workers They must
also be aware of the representatIon of employees by type m the vanous departments
and Jobs In certaIn locatIons Government and mternal utIlIzatIOn reports are much
easIer to complete If there IS thorough HR plannmg

•

In sum, effectIve human resource plannIng ensures that HRM actIvItIes and programs
WIll be buIlt on a foundatIon of good plannmg Proper planmng should cut down on •
the number ofsurpnses that occur Involvmg human resource avaIlabIlIty, placement,
and onentatIon Not havmg the nght person m the nght place at a partIcular moment
IS a surpnse and usually a problem These kInds ofsurpnses can be reduced through
effectIve personnel and employment planmng

Who Performs the Planning?
EffectIveness m HRM actIVItIes reqUires the efforts and cooperatIon of HRM and
operatmg managers One ofthe most SIgnIficant factors affectmg plannmg mvolves the
goals of the controllmg mterests m the orgamzation If planmng and effectIve
utIlIzatIOn of human resources are not a sIgrnficant goal for the orgamzatIon,
employment plannmg WIll not be performed formally, or It wIll be done m a slIpshod
manner If the goals of top management Include stable growth, employment planmng
WIll be less Important than Ifthe goals mclude rapId expansIon, dIverSIficatIon, or other
factors WIth a sigruficant Impact on future employment needs

Government pohCIes are another Important factor m plannmg ReqUirements for
employment OpportunIty and promotIon call for more HR planrung for target groups
and speCIal categones The COndItIons In the labor market also have a sIgrnficant Impact
on the amount and type of employment plannmg done In an orgamzatIon Unemploy
ment and the aVaIlabIlIty of skIlled workers WIll Impact many HRM functIOns

26
•
{o



•

•

•

The types of people employed and the tasks they perform also determIne the kInd of
plannIng necessary Need for unslalled employees does not have to be planned two
years ahead, but computer salespersons, for example, need years of trammg before
COmIng on track Plannmg for hIghly slalled employees usually reqUIres more care and
forecasting

The Expert-Estimate Technique
The least sophIstIcated approach to employment plannIng-yet the one most frequently
used-Is for an "expert" to forecast the employment needs based on expenence,
mtUltlOn, and guess The HR manager may do thIs by thInkmg about past employment
levels and questIOnIng future needs ThIs method IS an mformal system The expert
estImate technIque can be more effectIve If the experts use the DelphI technIque

The DelphI technIque IS a set of procedures ongmally developed by the Rand
CorporatIOn In the late 1940s Its purpose IS to obtaln the most relIable consensus of
oplmon ofa group ofexperts The DelphI techmque conSISts ofmtensive questlomng
of each expert, through a senes of questIonnaIres, to obtaln data that can be used to
make "educated" forecasts The procedures are deSIgned to aVOId dIrect meetmgs
between the experts m order to maxImIZe mdependent thmlang

A person who serves as mtermedlary m the questIonmg sends the questIonnarres to the
experts and asks them to gzve, for example, theIr best estImates ofemployment needs
for the coming year The IntermedIary prepares a summary of the results, calculatIng
the average response and the most extreme answers Then the experts are asked to
estImate the number agaln Usually, the questIOnnaIreS and responses tend to narrow
do\\'!l over these rounds The average number IS then used as tne forecast

A forecast by a smgle expert IS the most frequently used approach to forecastIng
employment It works well In small and mIddle-sIzed enterpnses that are In stable
enVIronments However, the DelphI technIque Improves these estImates In larger and
more volatIle orgarnzatIOns

The Trend-PrOjectIon Technique
The second technIque IS to develop a forecast based on a past relatIonshIp between a
factor related to employment and employment Itself For example, In many utIlItIes
constructIon related to employment needs or modificatlOn of system or gnd actIVIty
WIll dIrectly Impact staffing needs

Trend prOjectIOn IS a frequently used techmque, though not as WIdely used as expert
estImate or umt demand Trend prOjectIOns are an mexpenSIve way to forecast
employment needs
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The VOlt-Demand ForecastIng Technique
The umt (WhICh can be an entIre department, a project team, or some other group of
employees) forecast IS a bottom-up approach to forecastmg demand Headquarters
sums these umt forecasts, and the result becomes the employment forecast The UnIt
manager analyzes the person-by-person, Job-by-job needs m the present as well as the
future By analyzIng present and future reqUIrements of the job and the SkIlls of the
mcumbents, thIs method focuses on qUalIty of workers

Usually, the manager WIll start With a lIst of the Jobs m the urnt by name ThIS lIst Will
also record the number ofJobholders for each job The manager evaluates both the
numbers and skIlls of the present personnel ConsIderatIon IS gIven to the effects of
expected losses through retIrement, promotIon, or other reasons Whether the losses
WIll reqUIre replacement and what the projected growth needs Will be are questIons the
manager must answer and project Into hIs calculatIons m detenmnmg net employment
needs

•

A manager's evaluatIon that IS based on the present number of employees has two
assumptIons bUIlt mto It
(1) that the best use has been made ofthe aVailable personnel, and
(2) that demand for the product or servIce ofthe urnt WIll be the same for next year

as for thIs year WIth regard to the first assumption, the manager can examme
the Job deSIgn and workload ofeach employee The manager may also attempt •
to Judge the prOduCtIvIty ofthe employees m the urnt by comparmg the cost per
product or servIce produced WIth those ofsunI1ar urnts m thIs organIZatIon and
m others Past prOdUCtIVity rates can be compared WIth present ones, after
adjustIng for changes m the Job, or subjectIve evaluatIons can be made or the
productIVity of certaIn employees compared to others In adchtIOn, It may be
necessary to base employment needs on work force analySIS, WIth adjustments
for current data on absenteeIsm and turnover

The urnt analyzes Its product or servIce demand by projectIng trends Usmg methods
smular to the trend technIques for the organIzatIOn, the urnt determmes If It may need
more employees because of a change m product or servIce demand Fmally, the UnIt
manager prepares an estunate oftotal employment needs and plans for how the UnIt can
fulfill these needs

In larger organIzatIOns, an HR executIve at headquarters who IS responsIble for the
employment demand forecast Will unprove the estImates by checkIng WIth the HR and
operatmg managers In the field If the uruts forecast theIr own needs, the HR executIve
would sum theIr estImates, then thIs becomes the forecast

What happens If both the bottom-up and top-down approaches are used, and the
forecasts conflIct? In all probabIlIty, the HRM manager reconcl1es the two totals by
averagmg them or exammmg more closely the major vanances between the two
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• Steps that must be included in HR Planning
Before an organIzatIon can do an effectIve Job of managIng Its human resources, It
must understand Its needs These needs must be carefully analyzed A structure
approach to tlus analysIs can be extremely helpful

Steps In evaluatIng HR needs

1. HR Inventory
An HR Inventory IS sImply an organIzed collectIon of data on the current manpower
SItuatIon Most such mventones focus on the charactenstics ofthe people and the Jobs
WithIn the organIzatIon However the Inventory also Includes the data related to
recrUIting practIces, promotIon, transfers, reSIgnatIOns and other losses, any of which
have a major effect on the organIzatIon's people and Its Jobs

•

•

2. HRAudlt
A manpower audIt mvolves the analySIS and evaluatIon of the results ofthe manpower
mventory agamst certam predefined standards as to what constItutes sound manpower
practIce These standards may be denved by eIther statIstICal orJudgmental means and
may, In some mstances, contam certaIn elements of both In combmation With the
manpower mventory, the manpower audIt prOVides a systematIc means ofmakIng a
complete appraisal of the 'current state' of the organIzatIon's manpower SItuatIon
AddItIonally, It offers a way of IdentIfyIng eXIstIng manpower problems before they
reach the 'cnsis' stage and when opportunItIes to employ ImagInatIve solutIons stIll
eXIst

3 HR ProjectIOns
Manpower projectIons are a cntIca! part of the manpower plannmg process They gIve
the forward plannmg ofmanpower Its 'practIcable' dImenSIon These projectIons must
relate to degree and sophIstIcatIon ofthe technology reqUIred and both to the demand,
or the amount and qualIty of manpower needed to carry out the organIzatIon's busmess
plans, and the supply that IS currently aVailable That WhICh can be made avaIlable
WithIn the current workforce, and that which must be reCrUIted from elsewhere These
demand and supply prOjectIOns must be avaIlable both by type of Job and type of
person to be ImmedIately useful In makIng Important manpower deCISIOns and In
solvmg ImmedIate and future manpower Inventory problems

4. DeCISIon MakIng
The most cnncal part of the manpower plannmg process 15 the way m whIch the data
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and inSIghts denved from the Inventory, the audIt and the projectIons used to develop •
realIstIc manpower ObjectIves In a sense the manpower ObjectIves are general
statements of the new dIrectIons whIch the organIzatIon's manpower efforts should
take Although I have no set rules for developmg manpower obJectIves, a lOgICal
starting pomt IS to IdentIfy the major quantative and qualItatIve changes reqUIred to
correct eXIstmg problems and to meet the orgarnzanon's future work plans effectIvely
Once manpower targets have been establIshed, alternatIve methods ofaChIeVing them
can be IdentIfied

5. Feedback and Adjustment
The purpose of feedback IS to make Infonnanon aVailable to management on the
organIzatIon's progress toward the acInevement of Its manpower targets and objectIves
and to mdicate the locatIon of problems and the type of correctIve actIOn needed to
solve them ThIs step faCIlItates the modIficatIOn and updating of the establIshed
manpower plan of the organIzatIOn's overall general planning and reVIew process

Specific Manpower Planning ApplIcatIOns
Manpower planmng and analySIS have applIcatIon to almost every phase of an
organIzatIOn's actIvItIes Involvmg people There are, however, some areas that are
central to the basIC task of malang effectIve use ofthe organIzatIOn'S human resources •
The follOWIng seem to be the more sIgnIficant of these

Staffing Levels
Staffing levels Involve the evaluatIon and appropnateness ofthe number ofemployees
m a partIcular unIt relanve to the amount and value ot the productIon 0: t.~e unIt TIns
area IS central to manpower plannmg and one wInch has great deal of management
Interest because of Its direct Impact upon the company's operanng effiCIency and
profitabIhty Manmng levels can prOVIde a basIS for
a EvaluatIng funCtIOnal manmng In the orgaruzatIon by comparIng total manpower

to appropnate standards based upon output, umt costs or other sIgmficant
vanables

b EvaluatIng manpower levels by category compared to the manmng of slffillar
operatIng and staff uruts WIthIn the same orgarnzatIOn or In comparable orgamza
tIons In other compames

c Defimng the Impact of such key factors as age dIstnbutIon, educatIon, traImng,
expenence, foreIgn language capabIlIty, and sex upon performance, productIVIty
and profitabIlIty

d IdentIfying trends In key actIvIty areas and comparIng them WIth statIstIcal or
Judgmental mdices to predIct the Impact ofchanges In work load, plant expanSIon,
product demand, etc

•
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Talent UtIlIZatIon
Tlus relates to the effectIveness WIth whIch an orgaruzatlon uses the SkIlls avaIlable to
It EffectIve talent utIlIzatIOn has unportant unplIcatIons for both manpower level and
employee satIsfactIOn UltImately, It IS the measure of the fit between an employee's
qualIficatIOns and the reqUIrements of hIS or her job A study of thIs element mIght
Include
a The measure and evaluatIon ofthe adequacy ofsupport manpower for techrucal and

profeSSIOnal staffs and the establIshment of appropnate ratIOS over tIme for
companson between the functIons or vanous elements of the organIzatIOn

b An analySIS of the use made of employees WIth scarce SkIlls both WIthin and
outSIde theIr areas ofspecIalIzatIOn to IdentIfy partIcularly effectIve or ineffectIve
patterns of utIlIzatIOn

c A companson of the type and level of ImtiaI asSIgnments of newly-hIred
employees, by educatIonal level, pnor expenence, pay and output to detennme
how effectIvely and economIcally these new people are being utIlIzed

Trammg and Career Development Plannmg
TIus IS a CruCIal part ofany manpower planmng effort because the effectIveness of the
future workforce IS so very dependent upon the way In whIch the current workforce
IS tramed and developed WIthIn thIs area, manpower planmng and analySIS IS more
concerned WIth the constructIon and mamtenance of effectIve systems for the total
orgaruzatIon than WIth the trammg and career plans for the indIVIdual Consequently,
In thIs area we mIght
a ProJect, on the basIS ofJob growth, employee potentIal, changes In Job structure,

reSIgnatIOns and planned separatIOns the prospectIve number of promotIon
opportunItIes aVaIlable m the orgamzatIon for spe(..Ific tIme penod~ In the future

b Compare the future promotIonal opportunItIes WIth recent trends and WIth
replacement plans to IdentIfy promotIonal surpluses and shortages In vanous job
categones WIthin the orgamzatIOn

c Develop guIdelines for expected Job progreSSIon by age, expenence, and
performance and potentIal ratIngs for typICal job categones to asSISt In the
establIshment and evaluatIon of development plans

d EstablIsh a senes of Inter-connected career paths which prOVIde broad expenences
and multIple opportunItIes for movement between the vanous functIons of the
organIzatIOn and the upward mobIlIty to support the seceSSIOn plans

e Develop gUIdelmes for the numbers of people needed In the key technIcal,
profeSSIonal and managenal Jobs at the vanous salary grade levels by age,
educatIOn, expenence, abIlIty and potentIal m order to develop appropnate
succeSSIOn plans for each such pOSItIOn WIthIn the orgamzation
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Manpower AllocatIon
Manpower allocatIon Involves the determmatIOn of the appropnate balance of talent
among the vanous functIons and Subsldlanes relatIve to the Importance of theIr
mISSIon and long range plans to assure that the orgamzatlon IS makmg the most
econOIlllC and productIve use of Its human resources Manpower allocatIOn mvolves
some dIfficult judgment whIch management may not be prepared to make m the early
stages ofmanpower plannmg TradItIonally, tins element IS gIven a lower pnonty or
sometimes Ignored unless there are glanng mIsallocatIOns of talent between the
functIons and Subsidianes Buddmg the
element mto the plan however, does allow us to
a Analyze the workforce profiles With respect to age, education, slalls, performance,

mobIlIty and potentIal and to make companson ofour allocatIon ofthese resources
between the vanous operatmg and staff functIOns throughout the organIzatIon

b EXaIlllne the comparatIve staffing and performance of selected functIOnal unIts as
a basIS for the reallocatIOn of resources and detemllmng mput needs

SeparatIOns
The movement of personnel out of the organIzatIon can result m the loss of cntIcal
resources thus, mcreasmg reCruIting and trammg costs At the same tune, selectIve
separatIon can be a relatively pamless way of dealmg With surplus manpower and
creatIng promotional opportunIties TIns element ofmanpower planmng therefore, gets
a lot ofmanagement attentIOn If It helps us to
a Detemnne the Impact ofseparatIOns upon workforce qualIty, operatIng effiCIency,

manpower costs, successIOn plans, and the costs of reCrUIting and trammg
replacements

b IdentIfy supervISOry practIces, operating condItions, personnel polICIes or
enVironmental factors havmg eIther a pOSItIve or negatIve Influence on the
separatIon rates ofemployees With cntical slalls who are hIgh performers and With
hIgh potentIal for development

c Invesngate and IdentIfy any of the key charactenstics of applIcants such as
education, prevIOUS employment, job movement, age, status and pay as related to
separatIOns

Internal Supply of Manpower
ThIs element covers a range ofIssues relatmg to the organIzatIOn's abIlIty to realIze ItS
current and future busmess plans from WIthm ItS own workforce We are able to
a IdentIfy eXIStIng manpower problems such as senous age gaps, slalls shortages and

educatIon needs relatIve to current operatmg reqUIrements and future busmess
plans

b Compare prOjectIOns of antICIpated Internal supply to fill key jobs to meet future
reqUIrements
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c Detemune the mternal sources oftechl1lcal and managenal SkIlls requIred to staff
near term projects and meet the requIrements of long range busmess plans

RecrUItmg
RecruItmg IS a partIcularly Important area for manpower planning because of
ItS Impact upon the qualIty of the orgamzatIOn's future workforce The
adminIstratIon of speCIfic recruItmg programs lIes largely outSIde the
manpower planmng sphere However, the tIe-in between recruIting plans,
recruIting costs and recruIting results are fruItful areas for study SpeCIfic
applIcatIons mIght Include
a The development of 5-year prOjectIons of bInng needs and the defimtion of

changes In the qualIty ofcandIdates reqUIred for future expansIons of the busmess
and new technologIcal applIcatIOns

b The evaluation ofreCruIting results In terms ofperformance, potentIal and upward
mobIlIty of candIdates as related to source, grade POint average, degree, age, sex
and career ObjectIves

Specifics of Manpower Planning
Manpower Planmng mterprets the manpower ImplIcatIOns of the Busmess Plan and
IdentIfies the skIlls needed and the actIOns requIred to elImmate cntical manpower
shortfalls as the orgaruzatIon moves Into the future The Manpower Plan Interacts With
other elements of the organIzations human resources management strategy and ItS
planmng processes The development and mamtenance ofa manpower planmng system
In an organIzation must be coordmated WItr the other human resources planmng needs
We may summanze thIS UnIt by lookmg at manpower planmng from the perspective
of Inputs, ActIons ReqUIred and CntIcal uses
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MANPOWER PLANNING •
Manpower plannIng mterprets the manpower ImphcatlOns of the busmess plan and
IdentIfies the skIlls needed and the actIons reqUIred to elImmate cntical manpower
shortfalls as the orgamzatlOn moves mto the future Thus, the manpower plan
stImulates other plans and actIOns m recrUItmg, tramIng and succeSSlOn plannIng
needed to address the projected gaps

Key Inputs
~ Manpower pohcles and objectIves
~ StrategIc plans
~ Busmess plans
~ Skill mventones
~ SucceSSIOn plans
~ TurnoverproJectIons
~ RetIrement projectIons

Key ActIons
~ ReVIew busmess forecasts
~ Analyze staff utIhzatlOn and productIVIty
~ Analyze transfer, promotIon and reSIgnatIOn hIstory
~ ReVIew succeSSIon plans and alternatIves
~ IdentIfy skill gaps and needs
~ Assess age and servIce profiles and needs

CntIcal Uses
~ Departmental and company plans
~ Annual reCrUItIng plans
~ Manpower budget reVISIons
~ Trammg ObjectIves and pnonties
~ SuccessIon plans
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Action Decisions in Human Resource Planning
After the HR plannIng system has analyzed both the supply of and demand for future
workers, these two forecasts are compared to determme what, If any, actIon should be
taken Whenever there IS a dIscrepancy between these two estImates, the orgaruzatlon
needs to choose a course of actIon for elImmatIng the gap

No matter how good the HR plannIng system IS, an exact match between supply and
demand forecasts IS rare Even when overall estImates are SImIlar, there are frequently
unportant gaps m certam subgroups These data become mputs to faCIlItate deCISIOns
about trammg, promotIon, demotIon, and SImIlar deCISIons
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INCIDENT 1:

Currently you tram new employees through a combmatIon of m-house programs and
on-the-Job assIgnments Recently you have assIgned new employees to one of your
expenenced employees You have told thIs employee to let new employees stick With hIm
whIle he does hIs work

Lately, your expenenced employee has felt lIke these people are a hassle and he doesn't want
to be responsIble for them He says he doesn't know all the thIngs they should do

Some of the new employees seem lIke they have caught on well but others are not learnmg
qwckly enough Busmess IS buI1dmg and you need good people now

How wIll you handle thIs situatlon?
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INCIDENT 2:

JlID IS a Supervisor m new Mamtenance He and four other supervisors report to the manager
JlID'S group has a record of hIgh productIVIty and customers that are very complementary, but
you have notIced two thmgs you are concerned about Frrst, Jm tIes up cntIcal people that
should be available to all supervisors for assignments He doesn't allow other supervisors to
use key people who should be available, he always has the "good ones" workmg on
somethmg ThIs causes delays for other supervisors and therr customers Second, he doesn't
always do paper work the way he should In fact, normally It takes JIm three to five days after
a Job IS completed to get the paper work done

Yesterday, Jm took people assigned to Andy so hIs group could complete a "rush" Job When
Andy confronts Jm, Jm says, "Oh, what's the worry, my Job was the most Important one,
even you know that'" Andy IS not a happy

How will you handle thIs SituatIOn?

'Wnat could be done to prevent thIs SItuatIon?
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Job Analysis and Design

Today's energy compames requIre a dIverse mIX of technIcal, adminIstratIve, and
managenal workers to perform the complex tasks ofthe orgamzatIOn Consequently,
organIzatIons must have a systematIc way for determining whIch employees are
expected to perform a partIcular functIon or task The cornerstone of the organIZatIon
IS, therefore, the set ofjobs performed by Its employees These jobs, In tum, prOVIde
the mechanIsm for coordinatIng and lInkIng the vanous actIVItIes ofthe orgamzation
that are necessary for success As a result, studymg and understanding jobs through the
process known as job analYSIS IS a VItal part ofany HRM program

What is the Purpose of Job Analysis (JA)
Job analYSIS proVides answers to queStIons that are cntIcal to the successful completIon
of tasks performed In an organIzatIon Through thIs effort coOrdinatIon IS pOSSIble
Once jobs are defIned, employees can be hIred and tramed to conduct speCIfic tasks
Through JA the modern utIlIty can define cntical work condItIons such as
o How much tIme IS taken to complete Important tasks?
o WhIch tasks are grouped together and are conSIdered ajob?
o How can a job be deSIgned or structured so that employee performance can be

enhanced?
o What kinds ofbehaViors are needed to perform the Job?
o What kInd ofperson (traits and expenence) IS best SUited for the Job?
o How can the mformatIon acquIred by a job analySIS be used 10 the development of

HRM programs?

Job AnalySIS Vocabulary
Before discussmg the speCIfic process and technIques Involved In job analySIS, the
language ofjob analySIS should be learned Although many of these terms are often
used Interchangeably by people who are unfamIlIar With Job analySIS, the expert Will
use them more precIsely m order to aVOId confuSIon and mISInterpretatIon

The follOWing defimtions are conSIstent WIth those prOVIded by the U S Employment
ServIce and the US Office ofPersonnel Management

39



Job analysIs
The process of gathenng, analyzIng, and synthesIZIng infOrmatIon about Jobs

Job descnptlOD
The pnncipal product of aJob analysIs It represents a wntten summary of the Job as
an IdentIfiable organIZatIonal umt

Job specIficatIon
A \\Tltten explanatIon ofthe knowledge, slalls, abIhnes, traIts, and other charactenstIcs
(KSAs) necessary for effectIve performance on a gIven Job

Tasks
CoordInated and aggregated senes ofwork elements used to produce an output (e g ,
a urnt ofproductIOn Of servIce to a chent)

PosItIon
ConSIsts of the responsIbIlItIes and dutIes performed by an indIVIdual There are as
many poSItIon In an organIZatIon as there are employees Job A group ofpOSItIOns that
are SImIlar In theIr dunes, such as a computer programmer or compensatIon speCIalIsts

Job famIly
A group oftwo or more Jobs that have SImIlar Job dutIes

Job DlDlenslons
The speCIfic behavIOfs necessary to perform aJob

CompetencIes
The speCIfic expemse an IndIVIdual must possess to be competent to perform

The Steps In Job AnalYSIS

A JOB AS A SYSTEM
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Jobs are More Than ResponsIbIlitIes
The method ofanalysIs we use begins on famIlIar ground With the Idea ofjobs All of
us have jobs to do Our OrganIzatIon hIres people to do jobs Some of us get machmes
to do jobs We have "Job descnptIOns " Bosses often make job assIgnments All ofthese
uses of the term ''jobs'' are okay for our dIscussIOn What we are gOIng to do IS learn
how to analyze our jobs, the jobs ofpeople, and the jobs of the machInes that we use

Each tIme that we have a job to be done, we are actually recogmzmg two ingredIents
In jobs performance and results Jobs conSIst of some actIon beIng taken by people
and/or machInes In order to produce some end results In other words, we recognize that
we have to have some work actIOn In order to achIeve results, we are pnmanly
Interested In haVIng results, but we cannot have them WithOUt actIon (the performance)

Jobs ConsIst of Performance/Results
We take a large step m ImprOVIng our analytIcal abIlItIes merely by thmkIng ofall jobs
as a set of performance and results A performance/result statement Will be called a
task. If the statement IS only an actIOn or only a result, It cannot be called a task

We do have to be careful because It IS qwte common to fall Into three easy traps 1) to
thInk ofjobs m tenns of"responsIbIlItIes" or 2) to thInk In terms of"performance" only
or 3) to tlunk In terms of "results" only We want to tlunk m terms of "tasks" for
purposes of analyzmg them To dIStInguIsh among the four terms, we Will use some
defImtions

o Responslblhty
A descnptIon ofwhy a job eXIsts, the reasons or purpose for a job ResponsIbIlI
tIes may be stated In terms of actIons, results or traIts ResponsIbIlItIes usually
encompass several tasks or none at all

o Performance
A descnptIOn ofwhat IS actually done In order to fulfIll the responsIbIlItIes of
a job Performance IS speCIfic behaVIor or actIon and IS descnbed With an actIon
verb

o Result
A descnpnon ofthe effects ofperformance ill the]ob Result descnbes what you
have after the actIOn has been taken the product of the performance, the
observable outcome

o Task
A statement of a performance and ItS result
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Our problem IS to be able to segregate statements of responsIbIlItIes, performance and
results For Instance, a manager IS responsible for "maIntaInIng morale of llls or her
people" However, that phrase does not descnbe what managers do They may perform
any number ofactIOns In order to accomplIsh that responsIbIlIty They mIght "answer
employee questIons," "gIve each employee praise when It has been earned," "tram
employees 10 the skIlls of theIr Jobs" and so on

Results descnbe the state ofthe SItuatIOn after perfonnance for example, "the employee
has all questIons answered satisfactonly," or "the employee IS fully competent 10 all
tasks for the Job"

From these examples, we should be able to sort out tasks from general responsIbIlItIes
and from statements which show only performance or only results ConSIder each of
these statements and decide, whether It IS a task, results, performance or responsibIl
Ity

(1) Mamtam a neat appearance
(2) Talk to customers
(3) Type all outgomg letters
(4) Complete a new account fonn accordmg to procedures
(5) Thmk
(6) Tram an operator to properly operate the computer termmal
(7) NegotIate a SUItable payment plan for the delmquent account
(8) Commumcate thoroughly
(9) Be honest
(l0) Supervise employees

Check agaInSt these answers

(2) and (5) are performance only
(9) IS a descnptIon of a state, we cannot tell If someone IS honest unless we observe
them domg somethIng
(1), (8) and (10) are responSIbIlItIes Each one IS very unclear about what IS actually
done and none of them descnbe outcomes or results
(3), (4), (6) and (7) are tasks, the perfonnance and results are eVident 10 the statements

•

•

Tasks Are Performance/Result Statements
To further help us descnbe tasks accurately, we can use these gUIdelInes
Tasks answer the questIons
o What are you gomg to do?
o What do you want to accomplIsh by domg It?

Tasks take tIme and have speCIfic controls, standards or deadlInes (ResponSIbIlItIes are •
ongoIng)
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o Tasks are observable (can be seen or heard) Even where the performance IS
mental (e g decIde) the result of the performance IS observable, or It can be
made observable

o Any legItImate responsIbIlIty can be broken down 1Oto the tasks whIch are
necessary to accomplIsh It

o SometImes the result of the task may be commonly understood Without beIng
stated (e g "Plant a tree" ImplIes a senes ofobservable results whIch are usually
weII known to persons who have that task to do

SImIlarly, "Copy thIs report for me" IS the asSIgnment ofa task whIch ImplIes the result,
a legIble copy)

Analysis Can Be ,Done At Three Levels
Our first step IS to descnbe a job 10 terms of ItS tasks Tasks are performance/result
statements The process of descnb10g jobs 10 terms of major tasks IS called Job
AnalYSIS a Job AnalySIS

The procedure for complet1Og a Job AnalySIS IS
Step 1 Select aJob pOSItIon, no descnbed by aJob tItle orJob descnptlOn

Step 2 LISt all of the major tasks that a person 10 the pOSItIon would normally be
expected to do

•

An example ofa Job AnalYSIS follows

POSItIon Departmental Secretary
Tasks

o Types all outgOIng correspondence
o Answers unattended phones (Handles the caller's concern )
o Prepares and/or ma10taInS correspondence files
o Determmes what office supplIes are needed Orders office supplIes Inventones

office supplIes
o Venfies budget charges
o Prepares departmental budget report
o ObtaIns service on office eqUIpment
o Dlstnbutes 1OcomIng mail
o Prepares manager's correspondence (mcludIng edItIng)
o Arranges accommodatIOns, faCIlItIes and travel arrangements for departmental

meetmgs
o MaIntains departmental project log
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Whether or not we ml agree WIth thIs descnptlOn ofa departmental secretary'sJob IS not •
Important What IS Important In dOIng aJob analYSIS IS that

... each statement should make sense,

... each statement cannot be a broad, general statement (lIke, "Have good customer
relatIOns"), but specIfic performance needed to achIeve such thIngs as good
customer relatIons

.. each statement should represent one and only one SIgnIficant task related to the job's
purpose, not an InSIgnIficant task (lIke, "clean up your desk at mght") and not
multIple tasks

... all SIgnIficant tasks of the Job should be lIsted

From a complete lIstmg of tasks (Job AnalYSIS), we can go to the next step of our
analytICal process, that ofTask AnalYSIS ThIs WIll be explained 10 the TraInmg Gwde

Job AnalySIS Must Include
HR managers, speCIalIsts, and managers 10 general know that Job analySIS has many
uses Some ofthese mdIviduals now belIeve that there IS no longer even a chOIce about •
whetherJob analySIS should be conducted All job analySIS must 10clude an analySIS of
the Important work behaVIors requIred for successful performance Any job analySIS
should focus on work behavIOr(s) and the tasks assocIated WIth them

A good Job analYSIS WIll have to prOVIde the follOWIng If It IS go1Og to acruevl" tile
deSIred results
1 It should Yield a thorough, clear Job descnptIOn
2 The frequency and Importance oftask behaVIOrs should be assessed
3 It must allow for an accurate assessment ofthe knowledge, skIlls, abIlItIes, and other

charactenstIcs (KSA) reqwred by the job
4 It must Yield mformatIon about the relatIonshIp betweenJob dutIes and these KSAS

That IS, It must clearly detenmne whIch KSAS are Important for each job duty In
addItIOn to helpmg orgamzatIons satIsfy theIr legal reqwrements, Job analySIS IS
mtncately tIed to HRM programs and actIVItIes

Who Should Conduct Job AnalySIS
Regardless of who collects the mformatIOn, the 10dividuals should thoroughly
understand people, Jobs, and the total organIzatIOnal system They should also have
conSIderable knowledge about how work IS expected to flow WIthIn the orgamzatIOn

At an even more general level, the Job analyst needs to understand how HRM fits 1Oto •
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the overall structure and mISSion of the organizanon There IS a groWIng acknowledg
ment of the need to match human resource actIvItIes WIth an orgamzatIOn's strategIc
planning Modem organIzatIons must learn to adapt and be WillIng to change when
necessary The very nature of the jobs performed by employees mIght have to change
as a part ofthJ.s adaptatIon process Thus, m many cases, job analysIs should not be seen
as a "snapshot" of the Job but must also be able to predIct what the Job Will look lIke In
the future Therefore, the Job analyst cannot Just be knowledgeable about the current
nature of the job StrategIc infOrmatIOn about the organIzatIOn's plan for the future IS
also essennal

OrganIzatIOnal Charts
The Job analyst has to select the best methods and procedures aVaIlable to conduct the
Job analysIs However, even before thJ.s selectIOn IS made, an overvIew of the
orgarnzatIOn and Jobs IS reqwred An overvIew provIdes the job analyst With an
mformed pIcture of the total arrangement ofdepartments, UnItS, and Jobs

An orgamzanon chart presents the relanonshIp among departments and work umts The
hne functIons (the indIVIduals performmg work dunes) and stafffunctIOns (the adVIsers)
are spelled out

A typICal organIZanon chart for a unlIty shows the vemcallevels In the orgamzanon and
the VarIOUS departments It proVIdes the job analyst WIth a general pIcture of what
departments eXIst and the hIerarchy and formal commUnIcanon networks In the
organizanon EmphasIS IS placed on the word general A chart shows the way the
organIzatIon IS supposed to be arranged The actual arrangement ofthe organIzanon and
the flow of commUnIcanon are often dIfferent from the plan on the chart However,
even a partIal VIew aIds In formmg a broad conceptIOn of the orgarnzatIOn

Process Chart
A process chart shows how a specIfic set ofjobs are related to each other AJob analyst
would be mterested In the flow of work to and from the performer In a process WIth
the help of orgarnzatIOn and process charts, the Job analyst should be able to begin
IdennfyIng whIch specIfic Job analYSIS technIques Will be most swtable An analySiS of
a managenal pos!t1on may, for Instance, reqwre usmg dIfferent procedures and sources
of Informanon than an analySIS ofa semIskIlled labor pOSItIOn In addItIOn, the purpose
and focus ofthe analySIS Will help to determIne which data collectIOn technIque should
be utIlIzed
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Compensation and Salary Administration

CompensatIOn IS the HRM functIon that deals With every type of reward that indIVIduals
receIve In return for performing orgamzational tasks It IS basIcally an exchange relatIOnshIp
Employees exchange theIr labor for financial and nonfinancIal rewards FinanCIal compensa
tIon IS both dIrect and indIrect DIrect finanCIal compensatIon conSIsts of the pay an employee
receIves In the form of wages, salary, bonuses, and commISSIons IndIrect finanCIal
compensatIon IS called benefits and conSIsts ofall financIal rewards that are not Included In
dIrect finanCIal compensatIon TYPIcal benefits Include vacatIOn, VarIOUS kinds of Insurance,
and so on

- -Non-financial Rewards

•

•

NonfinanCIal rewards lIke praise, self-esteem, and recognItIOn although not dIscussed m thIs
text are also factors that affect employee satIsfactIon With the compensanon system Levels of
employees' productIvl'ty can be related to nonfinanCIal rewards as well A more comprehensIve
study ofcompensatIOn would mclude a speCIal sectIOn on nonfinancIal rewards

HRM & CompensatIon
CompensatIon IS one ofthe most lII1portant HRM funCtIons for the employer, too Compensa
tIon often equals 50 percent of the cash flow of an orgamzatIon, and, for some c::;er"'ce
orgamzatlons, It IS an even larger percentage It may be the major method used to attract
employees as well as a way to try to motIvate employees towards more effectIve performance
CompensatIon IS also sIgmficant to the economy For the past 30 years, salanes and wages have
equaled about 60 percent of the gross natIonal product of the Umted States and Canada

Histoncally, compensatIon systems mcludIng benefits management have been concerned With
enSurIng that people were eqUItably paId, that wage rates were competItIvely set, and that
benefit plans were appropnately admInIstered Since the cost of labor IS so hIgh, there IS
Increased pressure to maxlffilze the payofffrom each dollar mvested In employee compensatIon
and benefits

An organIzatIOn's CompensatIOn and Salary System IS deSIgned to prOVIde a coherent and
conSIstent grade structure and salary system across the functIOns of the organIzatIOn
CompensatIon generally means what the orgamzation IS gIvmg somethmg In exchange for the
work done by the employees In order to run our busmess successfully we need to establIsh
such levels and systems ofcompensatIon that WIll enable us to attract retain and motIvate well
qualIfied and productIve employees At the same tIme, we must aVOId IncreasIng the costs of
operatIons to an unacceptable level
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What's In It For Me (WIIFM) •
From the employee's pomt ofView, pay IS a neceSSIty m hfe It's 'What's In It for Them" The
compensatIon receIved from work IS one ofthe chIef reasons people seek employment Pay IS
the means by whIch they proVIde for theIr own and theIr famIly's needs For people WIth
Instrumental attItudes toward work, compensatIon may be the only (or certaInly a major) reason
why they work Others find compensatIon a contrIbutmg factor to theIr efforts Pay can do more
than provIde for the phYSIOlogICal needs of employees, however What a person IS paId
IndIcates hIS or her worth to an orgamzatlon

The Impact of Compensation
The essentIal determInants of satIsfactIon With the compensatIOn system m any organIZatIOn
have been summanzed by Edward E Lawler ill, who states m hIs artlcle, "Worker SatISfactIOn,
Job DeSIgn and Job Performance" that each employee completes a pay satIsfactIon equatIon
for hImself or herself Pay satIsfactIon, accordIng to Lawler, "IS basIcally determmed by the
dIfference between pay and the person's behefofwhat theIr pay should be " If employees find
themselves WIth subStantIally SImIlar dutIes and responsIbIlItIes as co-workers who, because
ofsemonty or educatIon, have hIgher paYIng job classIficanons, they typIcally are gOIng to be
dIssatIsfied With therr pay

The Impact of DissatIsfactIOn
Research has shown that pay dIssatIsfactIon leads dIrectly to restnctIons on qualIty and quantIty
ofwork produced IneqUItIes InhIbIt the organizatIOn In accomplIshIng Its mISSIOn as effiCIently
as pOSSIble Yet thIs IS preCIsely the case when arbItrary tlme-m-grade reqUIrements are used
as the basIS for pay rather than job worth m terms ofqUalIty and quantIty ofproductIVity and
level ofresponsIbIlIty

What are your thoughts on compensatIon? To prOVide a framework for our further dISCUSSIon
of thIs subject, let's define for your organIzatIOn's "key charactenstlcs for ItS compensatIon
system"

ObjectIve of CompensatIOn
The objectIve of the compensatIon functIon IS to create a system ofrewards that IS eqUItable to
the employer and employee alIke The desrred outcome IS an employee that IS attracted to the
work and motIvated to do a good job for the employer CompensatIon should be

o Adequate MInImum governmental, unIon, and managenallevels should be met
o EqUItable Each person should be paId farrly, In lme With hIs or her effort, abIlItIes, and

trmmng
o Balanced Pay, benefits, and other rewards should prOVIde a reasonable total reward

package
o Cost-effectIve Pay should not be exceSSIve, consldenng what the organIzatIOn can

afford to pay
o Secure Pay should be enough to help an employee feel secure and aId hIm or her m

satlsfymg baSIC needs
o Incentlve-provldmg Pay should motIvate effectIve and productIve work
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o Acceptable to the employee The employee should understand the pay system and feel
It IS a reasonable system for the organIzatIon and hImself

Compensation Decisions and Decision Makers
Pay can be determmed absolutely or relatIvely Some people have argued that a pay system set
by a smgle cntenon for a whole natIOn or the world (that IS, the absolute control of pay) IS the
best procedure SInce absolute pay systems are not used, however, the pay for each IndIVIdual
IS set relatIve to the pay of others Pay for a partIcular pOSItIOn IS set relatIve to three groups
These are

o Employees workIng on SImIlarJobs mother orgamzatIOns (Group A)
o Employees workmg on dIfferent Jobs WIthIn the organIzatIOn (Group B)
o Employees workIng on the same Job WIthIn the organIzatIOn (Group C)

Both general managers and HR specIalIsts are mvolved In makIng compensatIOn deCISIons Top
management makes the deCISIons that determme the total amount of the finn's budget that goes
to pay, the pay form to be used (tIme pay versus mcentive pay), and other pay polIcIes Top
management also sets the pay strategy, that IS settIng the finn's compensatIOn lugher than, lower
than, or equal to competItIOn
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ExercIse

Spend about ten mmutes notmg what you consIder to be the key charactenstics of •
the compensatIOn system for your organIzatIon One of the characteristIcs you
should consIder IS, "IS the system seen as faIr by employees" After you have noted
your lIst of characteristIcs we wIll dISCUSS these Items

•

•
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• ....(ey Characteristics in a Compensation System
Let's add some Items some have already 10 vIsIoned Is your orgarnzatlon's system
.. FaIr
.. DefensIble
.. DIStmgUISh between HIGH and LOW perfonners
.. ProvIde MotIvatIon
.. Reward AddItIOnal ResponsIbIlIty
.. Easy to Admmlster
.. Accepted by Employees
.. CompetItIve 10 the Market
.. FleXIble
.. SupportIve to Other Human Resources Management Programs

We can conclude that these are the BasIC PnncIples that should be followed 10 settmg an
orgaruzatIOn's salary polIcy Now, what elements can we, or must we, buIld mto a compensatIOn
system to achIeve these pnncIples?

•

•

Job DeSign
A very basIC Item 10 our orgarnzatIon of work 10 Industry and government IS the grOUpIng of
tasks mto what we refer to 10 human resources management as Jobs The systematIc process of
dOIng thIs 15 called Job desIgn Job desIgn IS the pre-detennmatIon of the actIVItIes to be
perfonned, mcludmg the dutIes, tasks and Job responsIbIlItIes to be carned out, the equIpment,
machInes and tools to be used, and the reqUIred mteractlons WIth others In most orgarnzatIons,
these actIVItIes have not been very clearly defined In advance In general, both the Job content
and Job responsIbIlItIes grow out of someone domg the Job over a penod of tIme

If thIS process ofJob desIgn has not taken place, then the Job specIficatIons needed to provIde
the guIdance for recruItIng someone qualIfied to do the new Job are not avaIlable ThIS results
In an assumed specIficatIon whIch IS based upon eIther an maccurate or Incomplete defimtlon
of the actIvItIes to be perfonned

Job AnalysIs
In most orgamzatIOns the salary system IS applIed on the basIS ofan analySIS that IS done after
the Job becomes fully operatIOnal ThIs process IS referred to as Job analySIS AJob analySIS IS
the systematIc inveStIgatIOn requIred to define the Job content, the phYSICal enVIronment In

whIch the Job IS performed, and the mimmum qualIficatIOns needed to do the Job effectIvely

The categones ofmformatIOn usually obtaIned m aJob analysIs mcludes
.. What actIvItIes are perfonned
.. How they are perfonned
.. In what sequence they are perfonned
.. Why they are perfonned
.. The machmes used
.. The tools used
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~ The eqUIpment used
~ WIth whom and for what purpose the Incumbent must Interact
~ The phYSICal and socIal workIng condItIOns
~ The educatIon, traxmng, skIlls and abIlIties reqUIred

Creating a Job Descrlptton
All of the facts recorded and summanzed InJob analySIS are put Into a formal document called
a job descnptIon or poSItiOn descnptIon The label used on the Job descnptIon IS called the "job
tItle'" Petroleum Engmeer, Power DIstnbutIon SpeCIalIst and Secretary are examples used In

mdustry and government Job descnptlons usually define the qualIficatIOns needed to perform
the Job effectIvely These qualIficatIOns are called Job speCIficatIOns and are used as the
mmmlum standards for the recruItmg, selectIOn and promotIon processes

The Job descnptIOn IS also the basIC document used In the job evaluatIon and the fob
clasSIficatIOn elements of the compensation system

Job Evaluation

•

Job Evaluation, IS a systematic procedure to determine the relative worth ofJobs In a partIcular
organIzation BasICally, job evaluation Involves gathenng mformatIOn about jobs and then
companng them, usmg speCIally constructed scales The result of this companson IS a luerarchy
ofjobs based on the extent to wluch each Job contnbutes to the organxzatIons effectiveness The •
hIerarchy IS used to establIsh and JUStify dIfferent levels of pay for the vanous Jobs m the
orgamzatIon

There IS no easy, preCIse way to det~nnlne the ex~ct contnbunon that eachJob makes to overall
effectiveness A key concern InJob evaluation IS to IQentIfyJob factors that are consIdered to be
ofvalue and to determme systematically the degree to wluch each IS present m each Job As an
example, In the worksheet whIch you have Just completed on your Secretanes job Language
Fluency IS consIdered to be of value m clencal Jobs ResponsIbIlIty, level of contacts made,
typmg skill and workIng condItions are factors that are commonly conSIdered appropnate for
determmmg the relatIve worth ofJobs

TechnIques Used to Evaluate Jobs
There are vanous evaluation techmques that are Widely used today Among the most popular are
the pomt system, the factor companson system, and the rankIng method However, the results
ofany Job evaluation, regardless of the techmque used, must lead to a clasSIficatIOn of each job
mto Its proper place m the orgamzations salary structure
The salary structure prOVIdes the frame-work WIthm whIch the mdividual salanes are
adnumstered

Job Evaluation
Job evaluatIon IS mtended to determme the relatIve worth of a Job A systematIC companson of
the worth ofone Job to another eventually results m the creatIon of a wage or salary hIerarchy
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Job evaluatIOn IS the formal process by whIch the relatIve worth of vanous jobs In the
orgaruzatIons IS determIned for pay purposes EssentIally It attempts to relate the amount of the
employee's pay to the extent that her or hIs job contrIbutes to orgamzatIOnal effectIveness

It IS not always easy to determme the worth of all jobs In an orgamzatIOn The fact IS that job
evaluatIOn mvolves makIng judgments that are subject to errors on the part ofjob evaluators
SInce computmg exactly how much a partIcularJob contnbutes to organIzatIonal effectIveness
IS dIfficult, prOXIes for effectIveness are used These prOXIes mclude slalls reqUIred to do the Job,
amount and sIgmficance of responsIbIlIty mvolved, effort reqUIred, and workIng condItIOns
CompensatIon must vary With the diffenng demands of vanous jobs If employees are to be
satIsfied and If the orgaruzatIOn IS to be able to attract the personnel It wants Job evaluatIon IS
Widely used The reasons for usmg job evaluatIon mclude

o To establIsh a systematIc and formal structure of jobs based on theIr worth to the
organIzatIOn

o To JUstIfy an eXlstmg pay structure or to develop one that proVIdes for mternal eqUIty
o To prOVIde a basIS for negotIatmg pay rates when a firm bargams collectIvely With a

UnIon
o To IdentIfy to employees a luerarchy ofpay progreSSIOn
o To comply With equal-pay legIslatIon
o To develop a basIS for a ment or pay for performance program

-InvolVIng Job Holders In -a Program
Once an orgamzatIon deCIdes to useJob evaluatIon, a senes ofdeCISIOns must be made to ensure
Its effectIveness The first step m usmg It effectIvely, IS for management to mvolve employees
m the system and Its ImplementatIon Most experts emphasIze that job evaluatIOn IS a dIfficult
task that IS more lIkely to be successful If the employees whose Jobs are bemg evaluated are
mvolved m the process Employees should be allowed to express therr percepnons ofthe relative
ments oftheIr Jobs compared to others ThIs partICIpatIon affords an opportU!iltj to explam the
faIrly complIcated process ofJob evaluatIon to those most dIrectly affected by It, and It Will
usually lead to better commUnIcation and Improved employee understandmg

The Job EvaluatIOn Committee
After the program IS off to a cooperatIve start, usually a commIttee of about five members
evaluates theJobs Ideally, the commIttee mcludes employees, managers, and HR speCIalIsts All
members should be famIlIar With the jobs to be evaluated

Job evaluatIon IS usually performed by analyzmg job descnptions and, occasIOnally, job
speCIficatIOns Early m the process, It IS ImperatIve that job evaluators check the avaIlabIlIty and
accuracy ofthe job descnpnons and speCIficatIOns It IS usually suggested that job descnptIOns
be splIt mto several senes, such as managenal, professIOnal/techmcal, clencal, and operatIve
It makes sense In wntIng Job descnptions to use words that are keyed to the job evaluatIon
factors

Another essentIal step m effectIve Job evaluatIon IS to select and weIgh the cntena (compensable
factors) used to evaluate the Job Although there IS not a lot of research m thIS area, It appears
that the results are the same whether all factors or Just a few factors are conSIdered, espeCIally
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IftheJob evaluatIon IS carefully deSIgned and scaled TypIcal of the most frequently used factors
for Job evaluatiOn are educatiOn, expenence, amount ofresponsIbIhty, Job knowledge, work
hazards and workIng conditIOns It IS unportant that the factors used be accepted as valld for the •
job by those bemg evaluated

Once the method ofevaluatIng the job IS chosen, the evaluators do theJob evaluatIons BasIcally,
those famdiar With the Jobs tend to rate them lngher, especIally If they supervIse the Jobs It
seems useful for each cOmmJ.ttee member to evaluate eachJob mchVidually Then the evaluators
should chscuss eachJob on wlnch the ratmgs chffer sigruficantly, factor by factor, untIl agreement
IS reached

Common Evaluation Methods
The four most frequently used Job evaluatiOn methods are
• Job rankmg
• Factor companson
• ClasSIficatiOn
• The pomt system Job evaluatIon systems

Rankmg of Jobs
The system used pnmanly m smaller, sunpler orgarnzatiOns, IS the rankmg ofJobs Instead of
analyzmg the full compleXIty ofJobs by evaluatIng parts ofJobs, the Job-rankmg method has the
evaluator rank-order whole jobs, from the SImplest to the most challengmg

SometImes, thIs IS done by prOVidIng the evaluator With the mfonnatIon on cards The evaluator
sorts theJobs mto ranks, allOWIng for the possIbIhty oftIes Ifthf" lIst ofJobs IS large the paired
compan~OIl ranlangs, whereby eachJob IS compared to every other Job bemg evaluated, can be
used The evaluator counts the number oftunes a partIcularJob IS ranked above another, and the
one With the largest number offirst rankmgs IS the lnghest ranked There IS no assurance that the
rankmg thus prOVIded IS composed ofequal-mterval ranks The dIfferentIal between the highest
job and next highestJob may not be exactly the same as that between the lowest and next lowest
If the system IS used In an orgarnzatIon With many Jobs, It IS clumsy to use, and the rehabilIty
of the ratIngs IS not good Because ofthese problems, rankmg IS probably the least frequently
used method ofJob evaluatIon

ClassIficatIOn or GradIng System
The classIficatIon or gradmg system groups a set ofJobs together Into a grade or clasSIficatiOn
Then these sets ofJobs are ranked on levels ofdIfficulty or SOphistIcatIon It IS aJob-to-standard
companson, which solves many of the problems ofsunple Job rankIng FIrst, the Job evaluator
deCIdes how many categones or clasSIficatIons the Job structure has to be broken mto TYPICally,
there are around 8 With the number varymg from 5 to 15 The most publICIzed example of a
clasSIficatIon system IS the Umted States Office of Personnel Management General Schedule
It has 18 grades With 10 pay steps Within the pay grades ThIS clasSIficatiOn system IS used for
makmg compensatiOn deCISiOns for over 3 ml1hon federal employees
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The second step IS to wnte defimtIOns of each class The defimtIOns provIde the productIOn
standards upon wInch the compensatIOn system wIll be bUIlt Once the classes are defined, jobs
to be evaluated are compared WIth the defimtions and placed Into the appropnate classIficatIOn

TIns method ofjob evaluatIon provIdes specIfic standards for compensatIon and accommodates
any changes m the value of mdividual jobs A job classIficatIon system can be constructed
qwckly, SImply, and cheaply It IS easy to understand and easy to commUnIcate to employees
ClasSIficatIOn does have drawbacks, however It IS more detailed than job rankmg, and It IS
assumed that there IS a ngId relatIOnsInp between job factors and value As a result, espeCIally
m large finns,jobs are forced to fit mto categones that are not entIrely appropnate Feehngs of
meqwty can result DecIdmg how many clasSIficatIOns there should be IS also a problem Ifthere
are too few classes, It WIll be dIfficult to dIfferentIate Job value and resultmg wage levels Too
many classes make wntmg defimtIOns almost ImpossIble

The Pomt System
The greatest number ofjob evaluatIon plans use the pomt system It IS the most frequently used
because It IS more sophIstIcated than rankIng and clasSIficatIOn systems and It IS relatIvely easy
to use

EssentIally, the pomt system reqUIres evaluators to quantIfy the value of the elements ofajob
On the basIS of the job descnption or mtervIews WIth job occupants, POlIlts are assIgned to the
degree ofvanous compensable factors reqUIred to do the job For example, POlIlts are assIgned
based on skIll reqUIred, phYSICal and mental effort needed, degree of dangerous or unpleasant
workIng condItIons mvolved, and amount of responSIbIlIty lIlvolved In the job When these are
summed, the job has been evaluated

Many pomt systems evaluate as many as 10 aspects or sub aspects ofeach Job Thp aspects
chosen should not overhlp, should distIngmsh real dIfferences between jobs, should be as
objectIvely defined as possIble, and should be understood by and acceptable to both manage
ment and employees Because all aspects are not of equal Importance 1Il all jobs, dIfferent
weIghts reflectIng the relatIve Importance of these aspects to a job must be set These weIghts
are assIgned by summmg the judgments of several mdependent but knowledgeable evaluators
Thus, a clencal job mIght result 1Il the follOWIng weightmgs educatIon reqwred, 50 percent,
expenence reqUIred, 25 percent, compleXIty ofJob, 12 percent, responSIbIlIty for relatIonsInps
WIth others, 8 percent, workIng condItIons and phySIcal reqUIrements, 5 percent

Once the weIghts are agreed upon, reference to a pomt manual IS appropnate Expenence
reqUIred by Jobs vanes, as does educatIon A pomt manual carefully defines degrees of pomts
from first (lowest) to fifth, for example Expenence mIght be defined m this way
These defimtions must be clearly defmed and measurable to ensure conSIstency m ratmgs of
reqUIrements from the Job descnption to the Job evaluatIon The prelImInary pomt manuals must
be pretested pnor to WIdespread use

An advantage of the pomt system IS that It can be easIly mterpreted and explamed to employees
On the other hand, It IS a time-consummg process to develop a pomt system
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Factor Comparison
The factor companson method was ongmated by Eugene Benge LIke the pomt system, It •
permIts the Job evaluatIon process to be done on a factor-by-factor basIS It dIffers from the pomt
method m that Jobs are evaluated or compared against a "benchmark" of key pomts A factor
companson scale, mstead of a pomt scale, IS used FIve unIversal Job factors used to compare
Jobs are

o ResponsIbIhnes The money, human resource, records, and supervIsor responsIbIlItIes
of the Job

CJ 51011 The faCIlIty mmuscular coordmatIOn and trammg mthe mterpretatlOn ofsensory
reqUIrements

o PhYSIcal effort The SIttIng, standmg, walkmg, lIftmg, movmg, and so on
o Mental efforts The mtellIgence, problem solvmg, reasomng, and ImagmatIOn
o Workmg condItIons The enVIronmental factors such as nOIse, ventIlatIOn, hours, heat,

hazards, fumes, and cleanlmess

The evaluatIon commIttee follows SIX formal steps m eXaImmngJobs

FIrst, the companson factors are selected and defined The five umversalJob factors Will be used
m workIng through an example Factors, of course, could dIffer across execunve, supervIsory,
and operanng employee Jobs

Second, the benchmark or key Jobs are selected These are common jobs found m the
orgaruzatIon's labor market Often a COmmIttee IS used to select from 10 to 20 benchmark jobs

ThIrd, the evaluators rank the keyJobs on each ofthe compensatIon factors The rankIng IS based
on Job descnptIons and Job specIficatIOns

Fourth, Job evaluators allocate a part of each key job's wage rate to each Job factor The
proportIon ofeach wage assIgned to the dIfferent cntical factors depends on the Importance of
the factor Each evaluator first makes an mdependent deCISIOn Then the commIttee or group of
evaluators meets to arrIve at an apportIonment consensus about asSIgmng money values to the
factors

FIfth, the two sets ofratmgs (the rankmg and asSIgned wage), are compared to determme the
evaluator's conSIstency

SIXth, a Job companson chart dIsplays the benchmark Jobs and the money values each Job
receIves for each factor The chart IS used to rate other jobs as compared to the benchmark jobs
These Jobs would be placed m an appropnate pOSItIon m the chart

The factor companson method has some advantages and dIsadvantages One advantage IS that
It IS a step-by-step formal method of evaluatIon Furthermore, It permIts you to see how the
dIfferences m factor rank:Ings translate mto dollars and cents Probably the most negatIve aspect
of the factor companson method IS ItS complexIty Although the method IS easy to explam to
subordmates, It IS dIfficult to show them how such a system IS developed There 15 also the Issue
of sUbjectIVity DespIte the systematIC nature of the factor companson method, It stIll relIes on
a commIttee or a group of evaluators' sUbjectIve Judgment Of course, sUbjectIvIty IS also a
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•
problem wIth each of the otherJob evaluatIon methods

Pay Classes, Rate Ranges, and ClassIficatIons
After completlOn of the Job evaluatlOn, the pay-structure process IS completed byestabhshmg
pay classes, rate ranges, and Job classlficatlOns A pay class (also called a pay grade) IS a
groupmg ofa vanety ofJobs that are slmllar m terms ofwork chfficulty and responsIbl1Ity If an
orgaruzatIon uses the factor companson or pomt system ofJob evaluatIon, this IS accomplIshed
by use ofpay-class graphs or pomt converSIOn tables

Salary Calculations

Salary Ranges
The range spread between the mInImum and the maX.lmum salary of a partIcular group IS
mtended to permit the orgaruzatIon to reward the employee for both mdividual performance and
for the expenence gamed WIthm a smgle group TypIcally, the range spread IS a local pollcy
decIsIon but normally IS around 40% to prOVIde the flexIbIhty to reward ment and expenence

Type of Employee Who Should Be
CheckpOints Paid at This Level

• MAXIMUM
Employees whose performance IS

4th Quartile consistently outstanding sustained
over extended penod

Employees whose performance IS
3rd Quartile well above expected level sustained

over extended penod
MIDPOINT
(Competitive Employees whose performance IS
Average) marginally acceptable or those who

have acceptable performance who
2nd Quartile are stili learning the remainder of

the Job

Employees whose performance IS
1st Quartile unacceptable or very new (minimally

Qualified) emplOYees who are Clearly
In a learning capacity In the JOb

MINIMUM

Top Rates For Vanous
Performance Levels

Top rate to be paid holders of jObS
In thIS grade (to be paid only to
outstanding employee)

Top rate to be paid above expeetea
employee

Top rate to be paid acceptable
employee

Top rate to be paid marginal
performers

Typical hiring rate

•

As you see the salary groups overlap wmch penmts an expenenced employee In a lower level
pOSItIOn to receive a salary at, or above the level ofthat receIved by an Inexpenenced employee
m a lugher clasSIficatIon group If In our admiIDstratIon of the salary system, we have done an
effectIve job In our evaluatIons and job clasSIficatIons, we should have achIeved our basIC
ObjectIve of a fair and eqUItable salary system for our organIzatIon

The only pIece of the salary admInlstratIonJob that remains, IS that oflookmg at our structure
m terms of how It measures up against our competItIOn In the labor market In an Industnal
organIzatIon we normally do thIS by penodically participatmg With other companIes 10

comprehenSIve salary surveys In these we collect salary data on "bench mark", or key, Jobs In

each salary group 10 from fifteen to twenty comparable orgamzatIons These data enable the
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survey team to establIsh the mIdpOint ofthe ranges and thus, each partICIpating orgamzatIon can
check therr current salary structure agamst the new nOTInS and make any adjustments that mIght •
be dIctated by current salary pohcy

In many government agencIes a sImllar process, managed by one ofthe government departments,
usually the department of personnel, IS done penodIcally to assure pay eqwty across the
government

CompensatIOn and Employee Performance
IncreasIng payroll costs of the 1990s and competItIOn In the global marketplace have caused
managers throughout the world to search for ways to Increase productIVIty by hnkIng
compensaton to employee performance HIgh performance reqUlres much more than employee
motIvatIon Employee abIlIty, adequate eqUlpment, good phYSICal workIng condItIons, effectIve
leadershIp and management, employee health, safety, and other condItIOns all help raIse
employee performance levels But employees' motIvatIon to work harder and better IS ObVIously
an Important factor A number of studIes IndIcate that, If pay IS tIed to performance, the
employee produces a hIgher qualIty and quantIty of work

Not everyone agrees With thIs-some researchers argue that Ifyou tIe pay to performance, you
WIll destroy the mtrInsic rewards a person gets from domg the Job well IntnnsiC rewards are
powerful motIvators too, but the research on them has been lImIted to only a few studIes The
Importance ofmoney to employees vanes among indIVIduals If the orgamzatIon clauns to have
an mcentIve pay system and In fact pays for semonty, the motIvatIOn effects of pay Will be lost •
The key to makIng compensatIon systems more effectIve IS to be sure that they are dIrectly
connected to expected behaVIors

In sum, theonsts dIsagree over whether pay IS a useful mechamsm to Increase performance
Because ofmdIVIdual dIfferences m employees and Jobs, It seems more fruItful to redIrect tlus
research to examme
(1 ) The range of behavIOrs that pay can affect pOSItIvely or negatIvely,
(2) The amount of change pay can mfluence,
(3) The kInd ofemployees that pay Influences pOSItIvely and negatIvely, and
(4) The envIronmental condItIons that are present when pay leads to pOSItIve and negatIve

results

It can be SaId that performance-based compensatIOn programs are VIewed by organIzatIOns as
anythIng from a mIracle cost-reallocatIon process to a tIme-consumIng waste of resources All
ofthese VIews have ment In order to unplement such a program, It IS paramount that managers
keep In mmd that the overall goal of a performance-based compensatIon system IS to develop
a productIve, effiCIent, effectIve orgamzatlOn that enhances both employee performance and
motIvatIon The pay for performance program must, therefore, be dnven by performance
onented systems and processes rather than by the organIzatIOn's compensatIon system and
processes

The pomt IS that, although compensatIOn m the form ofpay for performance has intuItIve appeal, •
It IS extremely dIfficult to perfectly fit a pay for performance system together A reahstic and
achIevable performance-based compensatIOn system can be Implemented If It IS based on a five-
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phase performance cycle The five phases are

InformatIon shanng Development ofan open communIcatIon between the supervIsor and
hIS or her employees

2 Performance contractIng The goals of each broad area ofjob accountabIlrty and speCIfic
measures of performance must be dIscussed and mutually agreed upon Performance
measures must be relevant, speCIfic, controllable, obtaInable, and practlcal

3 Performance reInforcement The supervIsor must penodIcally evaluate the employee's
performance and gIve feedback so that behaVIors can be adjusted before the annual
performance evaluatIon

4 PenOdIC performance evaluatIon Actual achIevement IS compared With the goals set In
phase 2 above The performance evaluatIon should focus on actual job performance, reVIew
of relevant accountabIlItIes and performance measures, and actual achIevement of these
goals

5 Performance recogmtIOn Inform the employee ImmedIately of the recogrntlon (monetary
and/or non-monetary) that result from the revIew of hIS or her performance dunng the
last revIew cycle

Management's Special OblIgation In Pay for Performance
DevelopIng a system that shows employees that pay IS tIed to performance reqUIres a number
ofmanagenal slalls

o FIrst, managers must be able to allocate pay on the basIS ofment Any ment pay Increase
must be meamngful, not a token, If It IS to be motlvatlonal

o Second, managers must be WIllmg to speCIfically dIscnmmate among subordInates, In terms
ofratIng and rewardIng performance

o ThIrd, the manager must commUnIcate the pay system at the tIme ofemployment In terms
OflDltial pay, expected long-term pay progreSSIons, and pay adJustments TIns Informatlon
should be commUnIcated by the manager, who also Informs the employee what performance
levels are reqUIred to obtam the pay Increases

o FInally, managers must have the abIlIty to dISCUSS the pay for performance lInkage WIth
subordInates

One reason why organIzatIOns have faIled to tIe pay to performance for theIr employees IS that
It requIres qUIte a bIt of effort and comnutment by management OvercomIng reSIstance to
change IS qUIte dIfficult A more SImplIfied strategy IS to conduct busmess as usual or not to
work on creatmg a pay for performance perceptIOn among subordmates

The Need for an EqUItable System
The first step m the dIrectIOn of creatmg a pay for performance work culture IS to develop
performance evaluatIOn systems that are conSIdered eqUItable, meanmgful, and comprehenSIve
by both managers and employees When pay rewards cannot be lmked to measurable
performance, management has a problem That IS, If performance measures are poorly
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developed, employees wIll have dIfficulty perceIVIng the connectIon between pay and
perfonnance Thus, If compensatIon IS to have any Influence on motIVation, It IS extremely
Important to develop accurate measures ofperformance •

Lmkmg pay to performance has become sImpler than was ongmally thought due to computer
technology Modem spreadsheet programs used on personal computers have made It possIble
to take performance evaluation ratings and directly transform them mto projected pay Increases
These pay Increases can be costed out accurately and subsequently tIed to the firm's overall
financIal strategy Note, however, that thIs lInkage IS predIcated on a performance evaluatIOn
system that IS In place and IS adequately communIcated to and accepted by employees

•

•
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CompensatIOn and Salary AdmInIstration

• CompensatIon and salary admirustratIOn provIdes a coherent and consIstent grade structure and
salary system across the functIons of the orgaruzatIOn

Key Inputs PolIcy and Pay OrIentatIon
.. Job descnptIOns
.. Job gradmg system
... Job classIficatIon system

Key ActIOns
.. RevIew responsIbIlItIes
.. ReVIew Job specIficatIOns (mcumbent's
... qualIficatIOns)
... ReVIew span of control
... ReVIew reportmg structure
.. Compare comparable pOSItIOns

Withm
OutsIde

•

•

Cntlcal Uses
.. Manpower plan and budget
.. EstablIshmg new pOSItIons
.. SettIng grades and salary scales
.. OrgaruzatIOn planrung
.. Career plannmg
.. Job rotatIons
.. LImIts ofauthonty gUldelInes
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Hiring the Right Employees

SelectIOn IS the process by whtch an organIzatIOn chooses from a lIst of applIcants the person
or persons who best meet the selectIon cntena for the posItIOn avaIlable, considenng current
envIronmental condItIOns Although thts defimtIOn emphasIzes the effectIveness aspect of
selectIon, deCISIons about whom to hIre must also be made effiCIently and WIthtn the boundanes
set forth m any polItIcal settmg Thus, there are actually multIple goals associated WIth an
organIzatIOn's selectIon process

At a basIC level, all selectIOn programs attempt to IdentIfy the applIcants who have the htghest
chance of meetmg or exceedmg the organIzatIOn's standards of performance In thIs case,
however, perfonnance does not refer SImply to quantIty of output It can also mvolve other
ObjectIves such as qUalIty of output, absenteeIsm, theft, employee satIsfactIon, and career
development

The Internal EnVIronment
The nature ofthe orgamzatIOn domg the selectmg affects the process It uses The pnvate sector
may use a set of standards developed to IdentIfy the "best" candIdate l'ms would be a candidate
who possesses the speCIfic KSA for the Job and/or demonstrates the competencIes reqUIred for
the gIven job SelectIon m some polItICal settmgs does not favor the most quahfied candIdate
Instead, candIdates can be selected on the basIS of polItIcal patronage or famIly standmg The
patronage system gIves jobs to those who have worked and supported polItICal unIts

Nature of the Labor Market
The second CIrcumstance affectIng the selectIon process IS the labor market WIthm whIch the
organIzatIOn must functIon A large supply of applIcants can sIgmficantly complIcate the
selectIon deCISIon smce the orgamzatIOn has many people from whIch to choose 'When there are
relatIvely few applIcants, the deCISIon can actually be qUIte SImple However, a lImIted supply
of applIcants can also reduce the overall effectIveness of selectIon deCISIOns and mcrease the
trammg requIred to produce competent workers

Those who work In human resource management evaluate the effects of the labor market on
selectIon deCISIOns by usmg a selectIon ratIO

SelectIon ratIO = (number ofapplIcants hIred)/(totaI number of applIcants)

When the selectIOn ratIO gets close to 1 I, It IS called a hIgh selectIon ratIO Under these
cIrcumstances, the selectIon process IS short and unsophIstIcated, although It may not be
effectIve As the number of applIcants mcreases relatIve to the number who are hued, the
selectIon ratIO IS saId to be low With a lower selection ratio for example 1 2, the process
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becomes more detalled A ratIO of 1 2 also means that the organIzatIon can be more selectIve m
Its chOIce than when the ratIO IS lIlt IS, therefore, more lIkely that employees who fit the
orgamzatIon's cntena for success WIll be hIred It IS also lIkely, however, that the orgaruzatlon •
WIll have to mvest more tIme and money m the select Ion deCISIon when the ratIo IS 1 2

The Immediate EnVironment and SelectIOn
Operatmg managers VIew the selectIon process dIfferently that HRM In some departments, a
hIgh-performmg employee may be someone who IS rarely absent, m other departments, the key
aspect ofemployees' overall performance may be theIr aCCIdent rates Thus, whIle It IS HRM's
responsIbIlIty to set selectIOn obJectIves, these WIll not always correlate perfectly With optImal
levels ofperformance for all operatmg unIts

Matchmg Candidates With Jobs
At the core of an effectIve selectIOn process IS an IdentIfication of the abIlIties, skIlls and
knowledge as well as other personalIty charactenstIcs necessary for performance The goal of
selectIOn IS, therefore, to match applIcant charactenstIcs toJob reqUIrements Job analySIS plays
a CruCIal role m this matchIng process Conductmg effectIve pre-employment mtervIews also has
a major Impact on the employment process Up-to-date job specIficatIOns are essentIal for
determmmg what kInd of an applIcant the organIzatIon should hIre

Selection Criteria
If a selectIOn program IS to be successful, the employee charactenstIcs stated In the job
speCIficatIon ml£t accurately summanze-what ~necessary for effecnve performance on the job
Tlus IS where the role ofjob analySIS m selectIon becomes most apparent smce an accurate lIst
of charactenstIcs can only be generated after the organIZatIon has conducted a thorough job
analySIS The cntena typIcally used by organIzatIons for makIng selectIon declSlons can be
sumrnanzed In several broad categones educatIon, expenence, phYSICal charactenstIcs, and
other personal charactenstIcs

BaSIcally, the charactenstIcs lIsted In the Job speCIficatIon should descnbe current employees
who have performed well m the pOSItIon to be filled If this lIst ofdeSIred charactenstIcs IS too
long, however, It may be ImpOSSIble to find an apphcant meetmg all of the selectIOn cntena On
the other hand, WIthout a hst ofcntena, It IS qUIte hkely that many of the wrong kmds ofpersons
wIll be hIred An effectIve selectIOn process needs to find a compromIse between these two
extremes, usmg the most cntIcal cnterIa for makmg the actual selectIon deCISIons
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Characteristics or DimensIOns List

• Achievement OrIentatIOn
Focuses energy toward task and goal accomplIshment and IS accountable for own actIons
and theIr consequences

AnalysIs
IdentIfies key Issues and relevant, cause-effect relatIonshIps from a base of informatIon

Customer OnentatlOn
Identifies and antICIpates customer wants and needs and takes actIon to ensure customer
satIsfactIon

DeCISIon MaklDg
Makes deCISIons In a tImely manner, With appropnate Involvement, reflecting sound, lOgICal
Judgment on the facts and constraints

Delegatlon/Development
Uses the human resource effectIvely by developing all employees to theIr full potentIal and
by delegatIng tasks to the appropnate level

•

•

EthiCS
AlIgns oneself to act ethIcally and morally In all CIrcumstances, whIle understanding and
promotIng the value of dIverSIty m employees

FleXibIlity
Mamtams effectIveness In changmg CIrcumstances by adaptIng style and managing change

Information Gathenng
Asks appropnate questIOns and actIvely lIstens In order to SOhCIt and understand InformatIon
needed for deCISIons or problem solvmg

Interpersonal
EstablIshes and mamtaIns appropnate relatIonshIps by courage and senSItIVIty In assertIve,
cooperatIve behaVIors

Leadership
Works 'WIth indIVIduals to create and achieve the shared VISIOn of the organIzatIon through
commItment

Measurement/Control
EstablIshes effectIve measurement and feedback methods to ensure result achIevement and
contmuous process Improvement

NegotiatIOn
Secures 'WIn-Win agreements on deCISIons and courses of action by successfully managing
agreement and conflIct



Oral CommunIcation
Expresses Ideas clearly In indIVIdual and group SItuatIons by appropnate verbal and •
nonverbal methods

OrganIZIng
Uses the structure, authonty, strategIes, resources and systems ofthe organIzatIon or posltlon
for effiCIent goal accomplIshment

ParticipatIOn
Works productIvely With other people to define and achIeve group goals, WIth cooperatIve
and congemal relatIOnshIps

Performance Management
PrOVIdes pertinent feedback to others wIule recognIzmg deSIred perfonnance and correctmg
the defiCIenCIes c/es

Personal ProductiVity
Manages tIme and resources In appropnate pnontIes to ensure task accomplIshment as well
as tImely team contnbutlons

Persuasiveness
Uses appropnate persuasIve strategIes and tactICS to gam understanding, acceptance or
agreement on Ideas and plans

PlannIng
Translates VISIon and goals Into relevant ObjectIves and accomplIshable plans of actIon for
self and/or others

Presentation
Presents Ideas effectIvely m fonnal settmgs, mcludmg publIc speakmg and the appropnate
use ofaudIo-vISuals and demonstratIons

Proactivlty/InnovatIOn
Employs ongmalIty, ImagmatIOn and creatIvIty to make unsolICIted Improvements and to
solve novel problems

Problem SolVIng
Identifies, analyzes and resolves problems With actIOns that prevent theIr recurrence andlor
reduce theIr negatIve Impact

Self Development
IdentIfies own strengths and weaknesses and learns new knowledge and skIlls to Increase
value to self and organIzatIOn

•

SpeCIalIzed Knowledge •
Uses relevant speCIalized/professIOnal knowledge to make techmcally correct deCISIons
about operatIons and processes
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Stress Management
Mamtams spmtuaI, mental and phYSICal wellness to cope successfully WIth predIctable lIfe
and Job occurrences

Systems ThInkIng
Gathers mformatlon from stakeholders InsIde and outsIde the organIzatIOn and ensures that
declSlons and actIons Impact them appropnately

Team LeadershIp
Leads teams to accomplIsh team tasks and goals by facIlItatIng, partnenng and synergIzmg

Wntten CommuDlcatlon
Expresses thoughts, Ideas and facts In wntIng to convey understandIng
and to provIde effectIve documentatIon



The Recruiting Effort
RecruItment IS the process offmdmg qualIfied candIdates for eXIstmg and antICIpated vacanCIes
m an orgaruzation and encouragmg those selected to accept a Job offer
SelectIOn IS the process of choosmg, from among the qualIfied candIdates, those that WIll be
offered employment

Developing a Recrmtmg Plan
Each year, an organIZatIOn must create a RecruItIng Plan ThIS plan IS used as an outlme of the
annual program to secure needed slalls at the appropnate level It also proVIdes key mput to the
HR plan, the career development system and the trammg plan In addItIOn, once proper
resources are IdentIfied, resources can be allocated based upon the needs of the vanous
departments, or functIOns, of the bUSIness The ObjectIve IS to mamtam an appropnate balance
of talent across the entIre organIZatIOn

RecrUiting & Selectmg the Right Employees
RecrUItmg and selectIon together, are two facets of human resources management that supply
the lIfe blood ofthe organIzatIon Manmng IS the process reqUIred to assure that the "lIfe blood",
or talent supply avaIlable to the organIzatIOn reaches all parts of Its "body" based upon real
needs

Normally the responsIbIlIty for developIng and managIng the annual recruItmg plan IS assIgned
to HRM It IS responsIble for deSIgnIng and Implementmg a recruItIng plan that wIll meet the
orgaruzation's personnel need and WhICh wIll comply With all government reqUIrements

In Its recrUItmg role, the Human Resources Management Department IS somewhat lIke the
PurchasIng Department of an organIzatIon The Purchasmg Department keeps track of the
Inventory ofraw matenals, spare parts and supplIes, the eqwpment needed for the constructIOn
and start-up of new plant and the replacement reqUIrements for deprecIated and obsolete
eqUIpment, and they manage the procurement process to keep supplIes consIstent With all these
needs of the organIZatIon and ItS technIcal speCIficatIons

The HRM functIon keeps track of the staffing mventory, turnover, cntical skIlls In the
workforce, the mannIng forecasts for new plant and eqUIpment, the mventory of staff neanng
retIrement age and those that are technologIcally obsolete, and they manage the recrUItmg
processes to keep the supply of manpower conSIstent With the organIZatIons need for talent
They are responsIble for development and maIntenance of the Annual RecruItmg Plan

On the followmg page IS an example of a worksheet for use In Forecastmg RecrUItmg
ReqUIrements ThIS form Illustrates some of the dImenSIons of the process mvolved 10

developmg an Annual RecrUItmg Plan
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RecruItIng RequIrements Forecast for 19

Turnover Rates Per Year:
o ProfessIonal Employees _%
o Salaned Techrucal Employees_%
o Clencal Employees_%
o Wage Employees_%
o Management Staff_%

Worksheet

•

•

Average Number of PromotIOns Per Year ProfessIOnals TechDlclans &
Clerical Employees
• Management Staff
• Projected RetIrements
• ProfessIonals
• Techrucians (Salaned)
• Clencal Employees
• Management Staff

Average Number of Dismissals
• For Cause (Dlsclplmary)
• For UnsatIsfactory Performance

Planned Additions for New Plant & ExpansIOns
• ProfeSSIonals
• Techmcians
• Clencal Employees
• Management Staff



Factors that Impact Recruiting
Many factors WIthm an organIzatIon can affect the success of the recrUItmg program An
orgaruzatIOn projects a certam Image m the commuruty, or In the country as a whole That Image
wIll be a defimte 10fluence upon the organIzatIons abIlIty to attract the qualIfied applIcants 10
the labor market NatIonal publIc relatIons efforts and commumty 1Ovolvement can 10crease
publIc understand10g and acceptance of the orgaruzatIon and Its Image as an employer, and thus
make a dramatIC Impact upon the success of theIr recrUItmg effort

Impact of News MedIa
An orgamzatlons relatIOns WIth the press, local trade schools and colleges and the unIverSItIes,
professIOnal SOCIetIes and labor unIOns, on a natIonal level, can also be cntlcal to the publIc's
perceptIons of the organIzatIon and thus, Its success 10 attract10g well qualIfied applIcants

•

Impact of the Corporate Culture
Subtle elements 10 the norms or culture ofan organIZatIOn are also very Important Smce many
people hear aboutJob opportUnItIes from fuends or relatIves already workIng In the orgaruzatIon,
attItudes about It are passed along through the local mformal network As an example, If current
employees are upset WIth the leadershIp style of theIr managers or annoyed by what they
perceIve as lack ofrecognItIon for theIr efforts, theIr casual comments wIll reflect thIs and may
dIscourage theIr mends from seekIng employment there •

The Impact of the CommunIty
Other factors 10 the external enVIronment Influence recruItmg success 10 a vanety of ways Most
obVIously, the condItIon of the labor market affects the supply of qualIfied applIcants If a
company cannot find enough skIlled applIcants 10 the unmedIate area, It may need a regIonal or
natIonal search program TIns can Increase recrwtIng costs SIgnIficantly CompetItIon from other
compames_a!J.4 goyernIl!ent orgamzatIons can reduce-the pool ofq1J::llIfted workers or raIse salary
expectatIOns beyond what the organIzatIon IS WIllIng, or able, to pay

Why Promote From WithIn When Possible
Whenever pOSSIble, most organIzatIons fill all vacanCIes above the entry level from wIth10
through promotIon or reasSIgnment From the organIzatIOn's perspectIve, the major advantage
ofrecruItment from WItlun IS that the employee IS already known TheIr capabIlItIes have already
been assessed HIS or her performance In the Job IS usually much more predIctable than that of
someone from the outSIde In addItIon, less company onentatIOn and general tra10mg WIll be
reqUIred, and less tIme WIll be needed for the person to adapt to the work enVIronment

The Impact of PromotIOns on the Employees
From the employee's perspectIve, promotIon or Job opportumties from WIth1O, can be a
sIgmficant boost to morale and 10crease self esteem and career growth opportumty
In some cases however, the balance of talent may be upset by fillmg a posltIon from withm An
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unplanned move can upset the career management system momentanly by the fillIng ofa cntical
vacancy m one department and thus, creatmg an equally cntIcal gap m another In such cases,
the best course for the organIzatIOn may well be, to recruIt ImmedIately from the outsIde

KeepIng In Touch WIth the Market
Even for large orgarnzations, an over-relIance on reCruItment from WIthm may have harmful
consequences WIthout occasIOnally bnngmg In new blood from the outsIde, management may
become stagnant and out-of-touch With the competItIon and the marketplace

FIndIng QualIfied Candidates
Fmdmg qualIfied applIcants from the outsIde IS the most dIfficult part of the recrUItmg and
staffing process A wIde vane!} of methods or recrUItmg strategIes may be needed, dependmg
upon the volume ofan orgamzatIOns need

Recruitment Methods
In the Umted States, mdustrIal firms and govenunent agenCIes keep m close touch With the
umversities and trade schools and most send recruItmg teams to mterview members of the
graduatmg classes Most firms also advertIse vacanCIes WIthm the orgarnzatIon and use
newspaper, radIO and televIsion advertIsmg Some firms gIve employees cash bonuses for

• refemng external candidates that are eventually employed In key vacanCIes

Once the orgamzatIon has deCided It needs addItIonal or replacement employees, It IS faced With
the declSlon about how to generate the applIcatIons necessary for fillmg Its labor needs The
organIzatIon can look to sources mternal to the company and, If necessary, to sources external
to the company Most orgarnzatIOns have to use both mternal and external sources for generatmg
a suffiCIent number of applIcants Whenever there IS an madequate supply of labor and SkIlls
InSIde the organIzatIOn, It must effectIvely "get ItS message across" to external candIdates It IS
here where the orgamzation's chOIce of a partIcular method of recruItment can make all the
dIfference m the success of the recruItmg efforts
ConSIder the folloWing methods

•

Internal Recrurtmg
~ Develop skIlls mventones for IdentIfymg mternal applIcants for Job vacanCIes
~ Postjobs and allow bIddmg
~ Develop an employee dnven career management system
~ Encourage mSIde referrals of frIends & famIly
~ Offer "finder's fees" m the form of monetary IncentIves for a successful referral

External Recrmtmg
~ Encourage local walk-ms
~ MedIa advertlSlng
~ Employment databases
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~ Employment agenCIes and search firms
~ SpecIal-events recrUItmg
~ Summer mternships
~ Coop EducatIOn systems

Employee Leasmg
Employee leasmg Involves the payment ofa fee to a leasIng company that performs all the HRM
recruItmg, hIrIng, traImng, compensatIng, and evaluatIng The employee leaSIng firm IS paid to
proVIde a ready-made labor pool Small and medIUm-sIze firms find advantages In the employee
leasmg arrangement because they do not have to become Involved m HRM and other
admInIstratIve actIVIties Employee leasmg IS slml1ar to the temporary help arrangement, but
under leasmg the employees are not temporary

Many leasIng finns have employment areas they speCIalIze In Many companIes speCIalIze m
supplyIng labor to utIlIty compames on the InternatIOnal scene

•

Temporary Employment
One of the most notIceable effects of the downsIzmg epIdemIC of the 1980s and the labor
shortages ofthe 1990s has been the nse In organIzatIonal use of temporary help Histoncally,
temporary employment agenCIes were only seen as sources of semI-skIlled clencal help durIng
peak work penods The pIcture today IS much dIfferent USIng temporary agenCIes IS, In fact,
seen as one ofthe more effectIve solutIons to the labor shortages of the 1990s •

The major advantages of "temporarIes" mclude relatIvely low labor costs, an easIly acceSSIble
source ofexpenenced labor, and fleXIbIlIty In respondIng to future changes In the demand for
workers The cost advantage ofusmg temporary help stems from the fact that the orgaruzatIOn
fnnge benefits, trammg, or a compensatIon and career plan The temporary can move In and out
ofthe finn when the workload reqUIres such movement A dIsadvantage ofbrrmg temporary help
IS that these IndIVIduals do not know the culture or work flow of the finn thIS unfamIlIarIty
detracts from the temporary's commItment to organIzatIonal and department goals

HRM CostlBenefit AnalySIS Of RecrUItIng
Many aspects of recruItment should be evaluated These Items should Include
~ The effectIveness of recruIters against goals
~ Sources of recruIts
~ Job acceptances ratIOS
~ AdvertISIng
~ QualIty ofhIre

Human Resource Management Selection Criteria
If a selectIOn program IS to be successful, the employee charactenstlcs stated In the Job
speCIficatIOn must accurately summanze what IS necessary for effectIve performance on the Job
ThIs IS where the role ofJob analySIS In selectIOn becomes most apparent SInce an accurate lIst
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of charactenstics can only be generated after the organIzatIon has conducted a thorough Job
analysIs The cntena typIcally used by organIzatIonS for makmg selectIon decIsIOns can be
summarIzed In several broad categones educatIon, expenence, physIcal characterIstIcs, and
other personal characterIstIcs

BasIcally, the charactenstics lIsted In the job specIficatIon should descnbe current employees
who have performed well m the pOSItIOn to be filled If thIs lIst ofdeSIred charactenstics IS too
long, however, It may be ImpossIble to find an apphcant meetIng all of the selectIon cntena On
the other hand, Without a lIst ofcntena, It IS qUIte lIkely that many of the wrong kinds ofpersons
WIll be hIred An effectIve selectIon process needs to find a compromIse between these two
extremes, USing the most cntIcal cntena for making the actual selectIon deCISIons

Formal Education
An employer selecting from a pool ofJob applIcants wants to find the person who has
the nght abIlItIes and attItudes to be successful These cogrntIve, motor, phySIcal, and
mterpersonal attnbutes are present because ofgenetIC predIspOSItIon and because they
were learned m the home, at school, on the job, and so on Most employers attempt
to screen for abIlItIes by speCIfying educatIonal accomplIshments

Employers tend to speCIfy as a cntenon a speCIfic amount (In years) of formal
educatIon and types ofeducatIOn For the job ofaccountant, the employer may lIst as
an educatIonal cntenon a bachelor's degree In accounting The employer may even
prefer that the degree be from certaln inStItutIOns, that the grade pomt average be
higher than some mInImum, and that certaln honors have been achIeved To be legal,
educatIonal standards such as these must be related to the performance of successful
accountants at the firm In addItIon, care must be exerCIsed not to employ standards
that are higher than IS actually reqUIred by the job All else bemg equal, an orgarnza
tIOn typIcally prefers more educatIOn to less and hIgher grades to lower ones
However, It must always be aware of the consequences of usmg unnecessanly hIgh
standards that mIght exclude too many mmonty group members from bemg hired

ExperlencelPast Performance
Another useful cntenon for selectIng employees IS expenence and past performance
Many selectIon speCIalIsts belIeve that past performance on a slImlarjob mIght be one
of the best indIcators of future performance In addItIon, employers often consIder
expenence to be a good mdicator ofabIlrty and work-related attItudes TheIr reasonmg
IS that a prospectIve employee who has performed the job before and IS applymg for
a SImIlar job must lIke the work and be able to do the job well Since loyalty to the job
and the organIzatIOn are both Important and tenure With the company ImplIes these,
the tendency for many organIZatIons IS to hIre from WIthm before seekmg applIcants
from outSIde the orgarnzation

One way to measure expenence WIthin the organIzatIOn IS to prOVIde each employee
With a semonty ratmg whIch indIcates the length ofume he or she has been employed
In the organIZatIOn In the mIlItary, the date of rank IS an eqUIvalent semorIty measure
Semonty can be measured In vanous ways as total tIme worked for the firm or tIme
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worked for the finn on a partIcular Job or m a certam urnt If an organIzatIOn has
dISCnmInated agaInst mmonty group members, retroactIve semonty can be awarded •
by the courts as part of the settlement of a case

Physical Characteristics
In the past, many employers conscIously or unconscIOusly used physIcal charactens
tICS Many tImes, these practIces dIscnmmated agaInst groups of qualIfied candIdates
OrganIzatIons should use cautIOn when screemng candIdates WIth regard to theIr
phySICal charactenstlcs Any such use of these Items should be Job relevant

Personal CharacteristIcs and Personahty Type
The final cntenon category IS a catch-all that 10cludes personal charactenstlcs and
personalIty types Personal charactenstlcs Include mantal status, sex, age, and so on
Some employers have, for example, preferred "stable" mamed employees over smgle
ones because they have assumed that mamed persons have a lower turnover rate On
the other hand, other employers mIght seek out smgle persons for some Jobs SInce a
smgle person mIght be more lIkely to accept asSIgnments 10 certaIn enVIronments

Age, too, has sometImes been used as a selectIOn cntenon Our suggestIon would be
that mmmlUm and maxImum age restrIctIOns for Jobs should only be used If they are
clearly Job-related Age should be used as a selectIOn cntenon only after very careful
thought and conSIderatIon

CertaIn speCIfic aptItudes and/or skIlls can also be conSIdered part of thIS cntenon
category Although educatIon and past expenence are often used as measures of
abIlIty, many organIZatIOns also try to assess whether applIcants possess certaIn
aptItudes For example, a successful applIcant for pIlot traInmg 10 the mIlItary does not
need actual flymg expenence Rather, the mIlItary uses spatIal relatIons aptItude as one
cntenon for pIlot selectIon

Many employers also prefer to hIre persons WIth certaIn personalIty types Some Jobs
such as bemg a polIce officer may requIre extenSIve, systematIc personalIty testIng
usmg a vanety of standardIzed measures Other Jobs may reqUIre essentIally no
consIderatIon ofan applIcant's personalIty ManyJobs fall between these extremes As
WIth other personal charactenstIcs, selectIon usmg one or more aspects ofpersonalIty
should always be based on whether It IS really a necessary charactenstIc for hIgh
performance

The Role of Operating Departments in Staffing
Although HRM generally IS aSSIgned the responSIbIlIty for the plannIng and
coordmatIOn of an organIzatIons recrUItmg and mannmg effort, the functIOnal
departments have final responSIbIlIty for staffing The managers of the lme depart-
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ments having the vacancy are Involved In the recrUIting process and, m most cases,
make the final deCISIon on selectIon from among the qualIfied candIdates referred by
HRM

The recruIting teams mvolved m "Campus RecruItmg", that IS, those teams VisItmg
Urnversities and Trade Schools Will, In most cases, mclude managers and professIOn
als from the lIne and staffdepartments haVIng vacanCIes The graduates that are gIven
the lughest ratIngs by the campus recruItIng teams are usually InvIted to VISIt the
organizatIon for addItIOnal intervIews by the supervIsor of the urnt havmg a vacancy
and by the Department head and perhaps a DIrector If the people Involved In the
IntervIews reach a consensus to select the candIdate, then a firm offer IS usually made
m wntmg by the HRM

75



Recruiting And Staffing

RecrUltmg plan outlmes the annual program to secure needed skIlls at the appropnate
level and proVIdes key mput to the staffing plan, the career development system and
the trammg plan

Key Inputs
~ Staffing Inventory
~ Sklll reqUIrements
~ Tmllng ofrecrwtmg actIOns
~ Job specIficatIOns

Key ActIons
~ ReVIewJob descnptIOns and Job specs
~ Check staffing budget
~ ReVIew skIll mventones
~ ReVIew succeSSIOn plans
~ IdentIfy Internal and external recrUItmg sources
~ IntervIew and select candIdates
~ Check references
~ Make offers

CritIcal uses of Staffing plan and budget
~ RecrUItIng budget
~ Career placement
~ PlannIng of onentatIOn and traInIng actIons
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The Interview Process

There's probably no manager nor an HRM SpecIalIst who has a perfect record In hmng
or promotmg the nght people for a Job The selectIOn of employees IS dIfficult and
entails a degree ofnsk-takIng It IS unlIkely that a perfect hmng or promotIOn record
can ever be attaIned However, It IS possIble to lOcrease our chances of makIng the
nght deCISIons by Improv1Og our 1OterviewlOg technIques and evaluatIng methods

TIns guIde IS prepared for those who are dIrectly 1Ovolved 10 the hmng or promot1Og
ofpersonnel The guIde takes a "nuts and bolts' approach It outl1Oes the 1OtervIew1Og
process and lIsts the lands of questIons we should ask of applIcants and how we
should phrase them It provIdes a means for evaluatIng and companng applIcants In
short, the guIde contaIns mfonnatIOn that can help us unprove m the mtervIewmg and
seleCTIon ofpersonnel These are unportant deCISIons to make and the tIme we lOvest
10 studYlOg the gwde WIll be more than repaid

How to Use the GUide
By followmg these suggestIons, we WIll be able to obtaIn a good return for the tune
we mvest
1 The first few pages descnbe the purposes ofan mtervIew We want to keep these

In mInd as we read other sectIons
We should study the dIagram (which outlmes the mtervIew10g process) and then
remove It from the book We should keep the dIagram m front ofus as we read the
text whIch outlInes the process The Idea IS to get a good mental pIcture ofwhat
has to happen

2 The next sectIon of the gwde descnbes the Structured IntervIew

3 The next sectIon IS to help us establIsh the Job reqUirements

4 The fourth sectIOn IS mterview preparatIOn

5 The fifth sectIOn IS about observIng and recordlOg behaVIOr

6 Fmally, the gwde descnbes how to compare candIdates

We should try out the technIques explamed 10 the gwde the very next time we mterview
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and we should contInue to Improve on them each time we use them

The mfonnatIOn contamed In the gUIde has sohd and practIcal suggestIOns that can help •
us, but It Will have httle value If we do not use It

The Purposes of the Interview
A hmng or promotIonal IntervIew IS a dISCUSSIon between someone representIng the
orgaruzatIon and a prospectIve job holder It IS a mutual exchange m WhICh, Ideally, both
the mtel"Vlewer and the candIdate participate freely The IntervIew should not be vIewed
as a contest In which one party tnes to outwit or best the other person

An understandIng of the purposes of an mterview Will help us do a better Job of
mtervieWIng

PURPOSE 1 Learn Enough About the CandIdate to Make a DeCISIon
ThIS IS probably the most Important purpose of the IntervIew, but It IS also one
whIch IS often slIghted The pnmary reason IS that many management people are
Inclmed to do most ofthe talkIng It IS a common mIstake In order to gam a solId
ImpreSSIOn of the candIdate's pOInt-of-view and attItudes, we need to encourage
the candIdate to talk We cannot learn about the candIdate whIle our Jaws are
flappmg

PURPOSE 2 Provide Informanon WhIch WlII Help the CandIdate Determme uHe •
or She IS Interested m the Job

An accurate pIcture ofsuch thIngs as Job actIvItIes, the standards of perfonnance
expected, the condItions to be faced, and the benefits to be receIved helps the
candIdate determme Ifhe or she should accept the job Ifa person goes Into a new
job WIthout a clear Idea of the nature of the work and ItS responSIbIlIties, that
IndIVIdual may not last long

Of course, hmng and promotIon deCISIOns are hIgh nsk management deCISIons
Both the manager and the candIdate who accepts a pOSItIon are takIng a chance
NeIther can be absolutely certaIn that thIngs Will work out However, a good
IntervIew In whIch both we and the candIdate are equally Involved Will greatly
reduce the pOSSIbIlItIes of the wrong deCISIons

PURPOSE 3 Create a Feelmg of Goodwill on the Part of the Candidate
It should be ObVIOUS that we want to create a good ImpreSSIOn on the candIdate we
lIke However, we also want the candidates who are not hIred or promoted to
leave the IntervIew With a good ImpreSSIOn of us and the company They do talk
about theIr expenence WIth other people We can help or hurt our reputatIOn by
the ImpreSSIOn we make dunng the mterview PartIcularly we want those we hIre
or promote to feel good enough to recommend us to fnends and acquamtances

•
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• Requirements of the Interviewer
The person who conducts employment mterviews should have three basIC qualIficatIons
These are reqUIrements for us

a Know the Job Requirements
We must have a good grasp of the reqUIrements ofthe pOSItIon for wluch a person
IS bemg mtervIewed We can't "SIze-up" a candIdate's qualIficatIOns very
accurately or talk mtellIgently about what the pOSItIon requires WIthOut tlus
background

b Have an Understandmg of the BehaVior of People
We should be senSitIve to the feelIngs of the person bemg mterviewed and we
should be able to detect attItudes and pomts-of-view whIch WIll affect Job
performance

c Know How to Conduct an IntervIew
The tlurd reqUIrement IS that we know how to conduct an mtervIew Some
mdIVIduals have acqwred the abilIty to mtervIew However, mtervIeWIng IS a skIll
that can be further developed, regardless of how well we have done 10 the past
We WIll want to Improve our 10terview techmques

• The Interviewing Process
SelectIOn ofthe nght people to fill Job openmgs has always been Important to the success
ofan organizatIOn It IS probably even more so today OrganIzatIons strIvmg to become
more effiCIent, reduce costs, decrease turnover and have a more satIsfied work force need
good hIres One of the best ways to reach these ends IS through an accurate selectIon
process

What Does It Cost to HIre an IndiVidual
Also, there IS no question that good selectIon practices save an orgamzatlon money
SelectIon costs are 10creasmg Many orgamzatlons do not realIze how much It actually
costs them to get a new employee All outlays must be consIdered The tIme of lme &
staffoperatIOns mvolved 10 the selectIon process, the cost ofoperatIng the Job WIthOUt an
mdivIdual 10 the pOSItIon, overtIme, poor qualIty ofwork and the trammg expendItures
and other expendItures of new employees

•
Trammg Cost & New Hires
TraIrung costs have never been mSIgruficant However, as orgaruzatlOns and technology
have become more comphcated, the cost of trammg a new hIre pnor to becommg
productIve, has become a sigruficant cost ofdomg busmes It IS esnmated that even at the
lowest Job level, It costs a company at least $5,000 00 Tra10mg expendItures can be
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easIly wasted In early turnover because of a lack of abIlIty to learn, poor motIvatIon to
work, or lack of Interest on the Job All of these thmgs can be corrected through good
selectIOn practIces Once an mdividualiS on the Job, productIVIty IS usually the key to
gaugmg hIs or her success Research has consIstently shown vast dIfferences m the
prOductIVIty of mdividuals employed In the same Job The output of the best employee IS
often three to SIX tImes that ofa poor employee working under the same CIrcumstances

_HIghly qualIfied employees reach productIVIty standards earlIer and go on to achIeve
hIgher ultImate goals

Keepmg Good Employees
Retennon ofemployees 15 becommg more and more cntical It takes a very long tIme to
get to know how to really get thIngs done, or whom to see when there 15 a problem When
mdIviduals WIth several years of servIce leave, a great deal of Important knowledge goes
out the door WIth them SelectIon goals should not only stress Imtial success, but Job
retentIon also

For all these reasons, good selectIon IS Important and It IS a good mvestment Fortunately,
the accuracy and faIrness ofselectIon deCISIOns can be Improved More accurate selectIOn
IS an IneXpenSIve way to Improve operatmg results

The Problem With Selecting the Right Person
Good selectIon IS not easy It takes a lIttle more effort than most ofus are now puttIng mto
the cause We need to recogrnze that a lIttle more effort now pays off In many benefits
later In addItIon to Its pOSItIve affect on the orgaruzatIon, good selectIon leads to happIer,
more satIsfied employees, because they are dOIng a Job for whIch they are qualIfied from
whIch they can feel a sense ofachIevement and where they can see long range potentIal

The selectIOn process we Will use conSISts of several components We begIn WIth the
dImenSIOns ofthe Job, we Involve two or three managers In the process, we learn how to
observe and record behaVIor, we use standardIzed objectIve COndItIOns ofevaluatIOns, and
we WIll use a fonnabzed procedure for Integratmg the data from multIple IntervIewers In
makmg a declSlon

Let's contrast the way we may typIcally handle our selecnon duties to the process we
recommend m thIs gUIde There are several companson pomts

1 Limited Data Search
Often, we do not seek mfonnatIOn on all the Important dImenSIOns of a Job The lIsts
of target dImenSIons managers use vary conSIderably and the defimtions of the
dImensIOns dIffer WIdely A good selectIOn process w111 prOVIde a mechanIsm
whereby all those mvolved m the selectIOn deCISIon have a clear and speCIfic
understandIng ofthe target dImenSIOns for WhICh they are responSIble In the selectIOn
process ThIS IS the only way that a system can work
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2 "Magic Indicators"
We tend to rely too heavIly on one or a few elements of the selectIOn system Because
oflImlted expenence With any of the vanous possIble mputs In the selection decIsIon,
we tend to use only a small portIon of the infOrmatIon sources open to US For
Instance, we use a "personalIty test" or "grade level" Other possIble sources of
selectIOn infOrmatIon are the folloWing
~ Oral or wntten tests,
~ BehavIOr sImulatIOns,
~ IntervIews With several supervIsors or managers,
~ MedIcal exams

3 Jumpmg To ConclusIOns
We tend to not organIze the mformation we have about a candIdate It IS not
uncommon for us to spend consIderable time on the vanous components of selectIon,
such as intervIews, yet stIll know lIttle about a candIdate ThIS IS because vanous
components of the selectIon system overlap or duplIcate Some overlap IS beneficIal,
however, It should be structured m such a way so that redundancy ofmformatIon IS
reduced and rehabillty of data IS mcreased

4 MlslOterpretatlon
We tend to mlSlnterpret data Many of us try to be amateur psychIatnsts SometImes
we are nght, but many times we are wrong We need to use relIable methods of
mterpretation Our gUIdelmes Will be 80% rehable, 80% ofthe tIme

5 Biases
Our judgment may be affected by our own bIases or stereotypes We may have certain
bIases about race, creed, color, relIgIOn, age, or other charactenstics ofpeople who are
lIke ourselves These bIases or stereotypes may be known or unknown EIther way,
they affect our deCISIOns and we should reduce them In the selectIon process

6 HaloslHorns
We tend to permIt one d11llenSIOn, favorable or unfavorable, to Influence ourjudgment
of other dImenSIOns ThIs IS known as the halo effect It IS very easy to become so
Impressed by one area ofan mdividual's accomplIshment that the lack ofaccomplIsh
ment m other areas may be overlooked We also tend to allow one bad dImenSIOn to
tamt our judgment of all dImenSIOns (horns effect)

~ First ImpressIOns Last
We tend to make qUIck declSlons on candIdates The declSlon can be based on a first
ImpreSSIOn, a hand shake, a reVIew of the mdividual's work record, or a comment
from one of our colleagues The accuracy of the selectIon intervIew IS dimmished
because our abIlIty to obtam addItIOnal facts are dImInished by premature deCISIOns
It IS absolutely cntical to delay deCISIons untIl all facts are gathered

8 NltpiCklOg
We tend to be more alert to negatIve mformation We are not evaluated on the good
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men or women who are passed over WhIle It IS natural to avoId fillmg a posItIon WIth
someone who faIls, thIS tendency may result 10 an over-emphasIs on trymg to •
detemune negatIve examples and under-emphasIs on posItIve examples Thus, we
may accurately avoId fillmg a pOSItIOn WIth someone who may do a poor Job, but we
mISS obtaImng an IInportant candIdate who would do the best Job We need to look
for strengths as well as weaknesses

9 Haste Makes Waste
We tend to let ourselves be affected by the pressure to fill the pOSItIon It may seem
there IS always pressure to fill a posinon but, m fact, the length oftIme the pOSItIOn
has been open IS only relanve to the Importance of fillmg the pOSItIOn properly
Wlth a good candIdate

10 Comparisons
We tend to let other candIdates affect our deCISIons We often make deCISIOns relatIve
to a group of candIdates rather than to Job needs We may fmd ourselves takmg the
best of a bad lot rather than contmumg the search to find a really appropnate
candIdate who has the capabIlItIes of domg the Job

11 Poor IntervIewIng Skills
We tend to use our eXIstmg abIlIty to mtervIew and select candIdates TIus means that
the results achIeved by mexpenenced or mcapable managers results In the selectIOn
ofmexpenenced or Incapable employees It IS essentIal that we learn and practIce the
necessary elements of the process pnor to gettIng Involved In hmng the people to fill •
Important pOSItIOns We need to expand our knowledge and skIlls Ifwe are to Improve
our deCISIOns

It does lIttle good to descnbe these common problems Such responses from us are
all very human, very natural and very hard to change Certamly, readmg about them
Will not bnng about change

Common Problems in the Interviewing Process
Our pnmary hope IS to alter the structure of our selectIOn system to mInImIZe the
problems Here IS how
o We Will IdentIfy exactly what the dImenSIOns are we are seekIng The first step IS to produce a

lIst of the dImensIOns and tram all mterviewers m theIr defInItIon The mtervIewers are then
requIred to report, on speCIal forms, observatIons on each of the assIgned dImenSIOns

o We w111 try to buIld 10 as many elements as pOSSIble to cover the spectrum of data collectIOn
oppOrtunItIes

o We Will make the 10terviewers who are responsIble for each element have a speCIfic subset of
the dImensIOns they are to seek Overlap wIll occur where we plan for It to occur
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o We WIll observe behavIOr, not make psychlatnc interpretatIons The entire process IS bUllt on
IdentifyIng and recording behavIOr which can be used to predIct future behaVior In the process,
we wIll not ask If they know how they would handle a sItuatIOn, we wIll ask them eIther to
handle It or tell how they have actually handled It We WIll record theIr behaVIOr

o After we have gone through all the exerCIses and recorded behaVIOr, we Will meet to share data
and make an overall Judgment on a consensus basIS We can balance out each other's bIases and
stereotypes

o We WIll reduce the halo and horns effects because we WIll use multIple managers who make
mdependent observatIons They see the person In dIfferent SItuatIOns TheIr observatIOns are
aImed at speCIfic dImenSIOns

OWe WIll use a procedure to delay declSlon making Each intervIewer WIll know that hIS or her
responsIbIlIty IS to observe behaVior relative to some ofthe dImensIOns He or she Will know that
only partIal infOrmatIOn IS avaIlable and the temptatIOn to make an overall Judgment IS
substantIally lessened The intervIewer knows that hIS or her Job IS to get mformatIOn on the
dImenSIons, that IS all At a meeting to share data and make deCISIOns, each mterviewer Will
report his or her observatIons, dISCUSS each dImenSIOn and reach consensus Only after all
dImenSIOns have been covered IS a profile establIshed and a deCISIon made

o The dISCUSSIon procedure where behaVIor IS observed by several managers, then compared and
contrasted, prOVIdes for a thorough coverage of each dImenSIOn, both pOSItIve and negatIve It
IS very dIfficult to emphasIze the negatIve more than the pOSItIve m the process

CJ Pressure to fill an ImmedIate pOSItiOn usually comes from the managers to whom the person Wlll
report These managers are Involved m the process, thereby dIstnbutmg the responsIbIlIty and
reducmg the pressure

o Evaluations that we make In the process are all relatIve to standard, agreed-upon, understandable
cntena, not relative to the people assessed together IntervIewers compare each applIcant to the
requIrements of the Job rather than to each other

o The process Will mvolve the managers who have to "bve" With the results of selection In each
step of definmg the dImenSIOns, determmmg the selectIOn elements, conducting the intervIews,
observmg the behaVIor, companng data and making a deCISIon

To make the assessment method work, there are four essentIal mgredlents
1 IdentIfy the dImensIOn for the Job to be filled
2 OrganIze the selectIOn process mto a system and define the selectIOn elements
3 Observe and record the behaVIOr In the elements USing past behaVIOr to predIct future behaVIOr
4 Compare the data recorded by each member of the selectIOn team and make a deCISIOn on the

basIS of "fit" In dImenSIOns

The rest of the matenal proVIded IS broken Into those four areas We Will treat them sequentIally In

much the same way as you WIll Implement them On the follOWing chart, we have prepared an
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THE INTERVIEWING PROCESS

EP 1 STEP 2 STEP 3

PARING FOR OPENING THE INVOLVING THE
INTERVIEW INTERVIEW CANDIDATE

eVlew a Give warm greeting a Select ~uestlons
I Job actIVIties (Schoo. expenence)
I Job knowledge b Explain how IntelVlew
I Success factors will be conducted b Use

(dimensions) • Open ended questions
• Encouraging statements

nange room • Clarifying questions
• Closed ended

xamlne recorded questions
Iformatlon ,

c

b

a

STE-
PRE
THE

STEP 4 STEP 5 STEP 6

DESCRIBING THE
JOB

a Describe lob &
its benefits

b Encourage &
answer questions

CLOSING THE
INTERVIEW

a explain next action

b Indicate how and when
selection win be made

c Say poltte -goodbye-

EVALUATING &
SELECTING

a Rank requirements

b Rate candidates

c Select

d Inform

.,..- 00o VI",~



Establishing DImensions
The first and most cntical step m developmg a selectIOn system IS defirung those vanables on wruch
the apphcant IS to be evaluated, that IS, the Important dimenSIOns of success for the job They are
better referred to as "dImensIOns ofjob success" rather than charactenstics of an apphcant because
we should be mterested In detenmrung what makes people succeed or fall m ajob By developmg
a hst of the charactenstics of a successful person m a job, we tend to only consIder the pOSItIve
aspects OrgaruzatIOns really seek mdiVIduals With combmatIOns of strengths and weaknesses whIch
can make them successful, not the perfect candIdate Thus, the tenn "dimensIOn" ImplIes an area
of concern, not a level ofperformance

A dimensIOn can be defined as those aspects of an mdividual that lead to success or faIlure m the
pOSItIon A hst ofdimenSIOns should be developed for each job category for WhICh candIdates are
beIng consIdered In addItIon, pnor to settmg up a selectIOn system to fill a speCIfic job the umque
charactenstics of that speCIfic job should be considered and the appropnate adjustments made m the
dimenSions

•

The followmg are not examples ofdimenSions, college graduate, five year expenence, membershIp
m a professIonal orgaruzanon These are mdicanons of the presence or absence of a dimenSion In
most Jobs the orgaruzanon IS not mterested m the amount of expenence The organIzatIOn wants to
know If the person can do the Job Expenence may be an mdication of thIS, but It also may not be
as mdlcated by the many five-year people who do a poor Job Because of the Importance of
dimenSIOns as the foundatIon of a selectIOn system, the task of obtammg mformanon 0 •

dImensIOn should not be taken hghtly A mistake m detenmmng the appropnate dimenSIOn~ _.:11.

Invalidate the total selectIon process

How to Determme DImenSIOns
Ifan orgaruzanon has well wntten job descnptIons, they Will be a help m IdentIfymg the
dimenSions sought Unfortunately, most Job descnptions are wntten for compensatIon
or other pUIposes and are of lIttle value

We can detemllne the most dIfficult aspects of the Job, tough deCISIOns, most stressful
SItuatIons faced, most phySIcally demandmg SItuations, amount of tIme spent m major
actIVItIes, what people m the Job actually have to know and the amount of skIlls
necessary by talking to the people that are actually m the Job or observmg them actually
In the Job

Vv'har we must tnInk ofIn detenmmng dImensIOns IS what people m the Job actually do,
what do they have to know and what kmds of people are successful or not successful
m the Job From that, we determme the mimmum qualIficatIons needed, not what IS
preferred We also conSIder the Job reqUIrements m the future, career opportunltIes,
dimenSions for logIcal lInes of advancement, the tramIng opportumties avaIlable, the
salary level, the working condItIons, the organIzatIOnal chmate and other work reqUIre
ments of the Job It IS Important to note that dimenSions must mclude the total Job, not
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just the adnumstratlve, managenal or personalIty aspects

Another Important source of mformatIOn on whIch to base the dimenSions IS dISCUSSIons
among the managers or supervIsors who are responsIble for the job WhIle thIS
descnptIOn may tend to be rather complIcated, m most cases where managers themselves
would be responsIble for domg the dimenSIOn analYSIS, the dimenSion analysIs IS not
dIfficult A mIddle manager and some subordmate managers are usually mvolved, or a
hIgher manager and some mIddle managers From two to SIX mdivIduals can be
concerned They should have no dIfficulty m domg an excellent job analySIS They
probably Will not have to mterview mcumbents because many of them are probably
recent Incumbents In the target level pOSItIOns themselves Thus, the supervisor's meetmg
is all that IS requIred It Will probably take them around four to eIght hours to go through
the vanous steps m comIng up With a list of dimenSIOns

Havmg good defimtIons of the Identified dImenSions IS the next extremely Important
step The people Involved must be able to commumcate accurately With each other about
the dImenSIOns sought As an aId to establIshmg a lIst of dimenSions, we are provldmg
two things One IS a list of the dimenSIOns for job famIlies The second IS a senes of
genenc dImenSIons that may apply to jobs

At this pomt we Will Issue two warnmgs One IS, do not start With the lIst of dimenSions
and ask people to check off the Important ones If this occurs, too long of a list Will be
developed, the dimenSIOns Will be those from the lIst, not necessanly those from the job
The reasons for the lIst are to prOVIde examples and deftmtions for purposes ofcleanng
up the process for the managers that have to Implement It Some of these may be used,
but the dImenSIOns of the job should be detenmned first and then selectIon of the
defimtIOns and words to descnbe the dimenSIons last Secondly, It IS also Important to
note that some of the Important dImenSions ofa job may not be mcorporated m thIS lIst

The key m tins part of the process IS that the managers mvolved reach an operatIonal
defInltIOn ofthe dImenSIOns for the job that all of them can lIve With Another Important
factor to conSIder IS that the lIsts here are for motIvatIOnal, attltudmal, adnumstratlve,
supervISOry and managenal aspects of the jobs and do not mclude techmcal dImensIOns
The orgamzatIOn Involved Will fmd It relatIvely easy to descnbe the techrucal dImensIons
of the job whIch would be hIghly speCIfic to a partIcular job m an orgamzatIOn The most
ObVIOUS example ofthis type ofdimenSion would be programmIng abIlIty for a computer
programmer, typmg ability for a typIst, and SImIlar kmds of speCIfic techmcal skIlls

Commg up With a list of usable dimenSIOns should mclude a five-step process that
mvolves all the managers that Will be used m the mterview process

1 Determme the actlvltles or dutIes that are performed by the person In the job for
WhICh candIdates are bemg sought As an example, the matenals show the kmds of
actIVItIes and dutIes that a person at the statIon would perform

2 Take these actIVItIes and dutIes and conSIder the dimenSions that are reqUIred to

87



perform these dutIes ThIs may be accomplIshed one or both of two ways The first
way IS to IdentIfy the dimenSIOns that are ObvIOusly needed for successful completIon
of those actIvItIes The alternatIve IS to detennIne the dImensIOns that are obvIously •
lackIng or that the lack of, leads to failure on the Job

3 EstablIsh a lIst of cntical dimenSions In thIs sItuatIon, sImIlar dImenSIOns reqUIred
m sImIlar actIVItIes are combIned

4 Develop an operatIonal defimtlOns for each of the dimenSIOns A lIst of dimenSions
and theIr defimtIOns or operatIonal defimtions IS provIded

5 Pnontize the needed dimenSIOns TIns IS extremely Important because at thIs pomt,
there may be anywhere from ten to forty dImenSIons Unless the group of managers
who Will use the dimenSIOns put them m pnonty, they Will be considenng less
Important dimenSions m theIr evaluatIons rather than the more Important ones and
Will burden themselves down With too many dimensIOns to effectIvely handle By
puttIng the dimenSIOns m pnonty, emphasIs can be placed on the dImensIons that are
most cntical to successful completIOn of the job

Make of Buy Needed DimenSIOns
An added element at thIs tIme IS to decIde upon "make or buy" dimenSions ThIS SImply
means that some dimenSions ofjobs can be taught on the job and some can be bought m
the candIdate, equally as true, some cannot be bought and the process of teachIng them •
on the Job would be tIme-consuming, expenSIve or even ImpoSSIble The managers
mvolved need to make decIsIons on each dimensIOn

Let's Illustrate In hmng an Engineer you wIll look for a person who can verbally
commUnIcate, obVIously you Will want to look for abIlIty In the candIdate to orally
communIcate (one dImensIon) and persuasIve abIlIty/salesmanshIp (another dImenSIOn)
but you Will not necessanly look for plant knowledge/technIcal (a thIrd chmensIon) In

present behaVIOr ThIS latter dimensIOn you would normally expect to establIsh by
trammg the candIdate after hmng There are tImes, however, that you may reqUIre thIs
as current behaVIor, thIs you must deCIde

SImIlarly, you may Wish to hIre a machme operator With complete technIcal dImenSIons
m terms of settmg up, operating and troubleshootIng a specIfic pIece of eqUIpment, at
other tImes you Will want to tram the candIdate

Job Requirements
There are several thmgs Included m job reqUIrements It IS Important to have these
defined and documented SInce these are the basIS for selectmg It IS not partIcularly
dIfficult to develop a Job profile, but It does take tIme However, once completed, It can •
be used repeatedly
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Determmmg Job ReqUIrements
The reqUIrements for Jobs can be dIVIded Into the three basIC categones of

a Job ActIVItIes (What the person does)
b Job Knowledge (What the person needs to know)
c BehaVIOrs of Job Success (What IndIcates the person WIll succeed)

Job ActIVItIes
Here the speCIfic thIngs the employee does In the pOSItIOn are lIsted We don't have to
mclude all detaIls, but we do want to document the actIVItIes Here, our abIlIty to do a
"Task AnalYSIS" IS VItal We must reduce the Job to ItS speCIfic actions and results that
WIll be expected

Job Knowledge
There are a number of reqUIrements that are more or less common, but they do need to
be IdentIfied
LI Read, Wnte, and Do BasIC Math

The person applymg for the Job should be able to read, wnte, and do math at a level
we would expect from a farr-to-good hIgh school student

LI Knows Plant
A knowledge of the vanous aspects of statIon operatIon IS Important knowledge

LI Knows How to Deal WIth Others
An understandmg of what leads to satisfaction or mcreased tension In addItIOn,
the person needs to know about such thIngs as meetIngs, schedules, solvmg
problems, etc

LI Understands Company PolICIes and Procedures
There are a number ofpolICies such as what to do when an aCCident occurs, how
to do paperwork, when to contact the Manager and others that a person WIll have
to understand

BehaVIoral Success Factors
ThiS category refers to the behaVIOrs that have been shown that It takes for a
person to succeed ThIs category IS qUIte Important SInce these factors are tlungs
we WIll be lookmg for dunng the mterview

There are several to conSIder

o Treats mternal customers m a way that makes them want the person to come
back
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o Can explam the Job and company polIcIes to others m a way they can understand
and belIeve (An effective communIcator)

o Is punctual for scheduled tasks and comes to work everyday

o ExerCises a good degree of mItlative Goes ahead and does a Job that the person
knows should be done Does not reqUIre close supervisIon or bemg "checked up"
on

o Works long and hard WIll work extra hours when busmess demands It

o Takes pnde In the appearance of the work area Helps keep It neat and clean

o WIll lIsten to what the boss and other employees say

o Mamtams composure Does not become easIly flustered dunng hectIc rush days
or by qUIck changes In alIgnments

o Cooperates and makes an effort to get along With all employees, managers and
others
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• The Interview
The mtervieWIng process and the techruques used for mtervieWIng candIdates
COnsISts of SIX steps Each intervIew WIll nonnally requIre 30 mmutes of preparatIon
(STEP 1) and an hour or more to complete (STEP 2-5) Then, there IS another half
hour to evaluate (STEP 6) It WIll probably follow thIS sequence

Step 1
Step 2
Step 3
Step 4
StepS
Step 6

PreparlDg for the Interview
OpenlDg the Interview
InvolvlDg the Candidate
DescnblDg the Job
CIOSlDg the Interview
EvaluatlDg the Candidates

•

•

Each of these steps IS descrIbed m some detaIl on the follOWIng pages

Preparmg for the Interview
In prepanng for the IntervIew we should reVIew the reqUIrements of the POSItIon,
arrange an IntervIew area, and study the candIdate's background InfOrmatIon

a ReView Job ReqUirements
A reVIew of the job reqUIrements refreshes our mInds as to what we are
looking for In an applIcant and gwdes our questIOnIng Ajob descnptIOn IS
helpful, but m the absence of thIs documentatIon, we can jot down key areas
Later, thIS WIll help us descnbe the job to the applIcant

b Prearrange the Interview Area
ThIs SImply means haVIng a room ready for the mterview Ideally, we should
have a wntIng desk for ourselves and a chaIr aVaIlable for the candIdate If
possIble, telephone calls should be held The Idea IS to gIve the candIdate the
correct ImpreSSIOn that we are expectmg them and we are ready for the
mterview

Be sure to use the candIdate's name dunng the intervIew because It greatly
enhances the chance of gaImng infOrmatIOn Fmd out dunng the warm-up
what the candIdate prefers to be called, assumptIons In thIS area can be
negatIve to the candIdate Remam neutral dunng the IntervIew Don't show
surpnse, shock, horror or offer adVIce The IntervIewer should stop the
seSSIon when enough mfonnatlOn has been gamed

c Examme the Record
The mfonnatIOn we have on record should be obtaIned and we should
examme It before we begm an mterview We are wastmg our tIme Ifwe read
It as the person SItS m front of us ThIS practIce also tends to make the
mdividual uncomfortable Furthermore, mformatIOn contaIned In the record
does not need to be asked for dunng the mtervIew, although It WIll proVIde
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clues as to some ofthe questIons we may ask

Advance preparatIon does not need to be a long process, once we have job •
reqUIrements documented, but It IS qUIte valuable In an mterview of 30
mmutes or more PreparatIon keeps us focused on job reqUIrements as we ask
questIons and hsten We are less hkely to be unduly Influenced by one
partIcular fact good or bad We are more lIkely to ask the nght questIOns
and say the nght tlnngs

Openmg the IntervIew
The pnmary purposes of the openmg are to put the candIdate at ease and to set the
stage for the maIn part of the IntervIew A person who IS tense WIll not intervIew
well Here are some suggestIOns

Give a Warm GreetIng
ExplaIn How the Interview WIll Be Conducted
InvolVIng the Candidate
The most cntIcal part of the IntervIew takes place In thIs step We want the
candIdate to do most ofthe tallong In the first 60 to 15 percent of the intervIew
When the candIdate talks, we WIll be developmg ImpressIOns about the person's
abIlIty and WIllingness to perform In the last ten minutes, we WIll explain the
job and gIve the candIdate a chance to ask questIOns That's not a preCIse
formula, ofcourse, but It does outlIne where to Invest our tIme

What Subjects to Ask About
Due to tIme lImItatIOns, It IS qUIte Important that we organIZe the order of our
questIons so we cover the most cntIcal areas Work expenence IS probably the most
essential areas We should start WIth the most recent Job and work back However,
we don't want to go back to a POInt In tIme where the expenence IS meanIngless

EducatIOn or Job traImng should follow work expenence Of course, In InStances
where the person IS newly out of school and has lIttle work expenence, educatIon
may be the area WIth whIch to start The thIrd area of dIScussIon, If there IS tIme,
would center around career ambItIons, and other mterests

What QuestIOn TechnIques to Use
The questIOmng techmques to draw the applIcant out and to test or clanfy meamngs
fall Into these categones

o Open-ended QuestIons
EncouragIng Statements

o ClanfyIng QuestIOns
Closed-ended QuestIons
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QuestlOnmg Pattern
There are several examples of open-ended questlons, encouraging statements,
clarIfying questIOns, and closed-ended questIOns later In the matenals ObvIously
we won't ask that many questIons In one intervIew We WIll lImIt ourselves to
several and concentrate on the subject areas of expenence and educatIon

Generally speakIng, there IS a pattern (but no preCIse formula) to use In asking the
vanous types of questIons ThIS pattern IS

Open-Ended QuestIons (To get the candIdate talking about a specIfic area)
Encouragmg Statement (To snmulate the candIdate to continue talking about

a partIcular subject)
Clanfymg Questions (T0 confirm understanding or correct a mIsunder-

standing ofsomething the candIdate has saId)
Closed-Ended Question (To obtain a response to fill the gaps)

(To get specIfic informatIOn)

In other words, the vanous questlOrung technIques may be Interwoven dunng the
intervIeWIng

Don't SIgnal Answers We Want
In some Instances we may uruntennonally gIve the applIcant strong clues as to how they
are to answer questIons It would be a rare indIvIdual who would not pIck up these
sIgnals and then tell the mtervIewer what he or she wants to hear Here are some
examples

"You're not afraId of a lIttle hard work, are you?"
"I lIke a person who IS punctual WIll you have any trouble getting to work on
tIme?"
"There WIll be tIme when others get on your nerves, partIcularly at the end of a
hectlc day Do you thmk you can handle the pressure?"

The candIdate's answers are predIctable We WIll want to avoId askmg questIOns that
telegraph the "nght" answers

DescrIbmg the Job
We can mentIon the tItle of the pOSItIon at the start of the intervIew and descnbe It
bnefly However, we don't want to explam the Job fully and what we expect from the
person, too early m the dISCUSSIon If we explam the Job m detaIl at the outset, there's
a good chance that the candIdate Will be able to pIck up clues as to what we want (or
don't want) to hear and taIlor hIS or her answers accordmgly Furthermore, as noted
earlIer, If tIme runs short, we want to reduce the tIme for explammg the Job, but protect
the tIme the candIdate does the talking

There are two parts to Step 4 FIrst, we explam the Job and then we gIve the candIdate
an OPPOrtunIty to ask questIons

93



a Describe the Job
Our descnptIOn Will center around job reqwrements, benefits, and the company •
However, rather than slnftmg abruptly from askIng questIons, It IS a good
practIce for us to make a transItIon statement For example, we mIght say,
"You've done a mce job ofanswerIng my questIons, now I thInk thIS mIght be
the pomt to descnbe the Job and to answer any questIons you mIght have"

Job ReqUIrements
o Job TItle
o Whom the person reports to
o Major tasks and responsIbIlItIes
o Where work locatIons wIll be
o Work schedule (hours and days)
a People they Will be workIng With

Benefits
o Pay rate (If changed)
o Employee benefits (If changed)

The OrganIzation
o PromotIon polICIes and possIbIlItIes (advancement from WIthm)

We should be careful not to be "sellmg" the pOSItIon to the person We wIll probably
IntervIew a number ofpeople and Will not know wln.ch of the candIdates are the best •
ones We want to dIsplay some enthusIasm for the Job, but we do not want to raIse false
expectatIons

Of course, we should descnbe the less deSIrable parts of the job along With the good
parts, to gIve the person a clear Idea of what he or she IS gettIng Into The indIVIdual
who feels he or she has been gIven a "con" Job, may not gIve the Job a fair tnal

Answer Questions
The candIdate may have some questIOns wlnch we may not have answered and
wlnch are nnportant to the indIVIdual We mIght say, "We have covered qUIte a bIt
ofground In a short tune and wlnle I've trIed to touch on most aspects of the Job and
Its benefits, there can easIly be some things I've mIssed What questIOns do you
have that I can answer for you?"

ClOSing the Interview
The conclUSIOn of the mtervIew IS Intended to end the IntervIew polItely and to Inform
the candIdate about what Will happen next

To Illustrate, we mIght say, "I think I have all of the mformatIOn I've asked for and It
appears that you have your questIons answered As I am sure you realIze, we are •
mtervieWIng a number ofcandIdates We expect to have all the mtervieWIng done m the

94



•

•

•

next four days (or whatever Interval of tIme) We WIll contact everyone by telephone
We do appreCIate your taking tIme for the intervIew and I have enjoyed talkIng WIth
you Extend a Sincere appreCIatIon for hIs/her Involvement and conclude the meeting

Ifthe candidate asks what hIs or her chances are, we mIght answer WIth the statement,
"I can see why you would be Interested In knOWIng However, we are intervIeWIng
several people and we want to consIder the quahficatIOns of all candIdates before
attemptmg to make any deCISIon We are trying to be as ObjectIve as possIble" ThIS IS
a non-commIttal statement However, If we are qUIte Interested In the candIdate, we
mIght make a lIttle stronger statement To Illustrate, we could say, "You do appear to
have the necessary qualIficatIons and I am Interested However, we do have several
more candIdates to talk to In all faIrness to them we wIll reserve the deCISIOn untIl the
intervIews are completed "

Evaluatmg and Selectmg
We WIll be evaluating the responses ofthe candIdate throughout the mtervIew We WIll
be "reading" the candIdate and formmg Judgments as to the person's qualIficatIOn to
successfully handle the Job

Our knowledge of the reqUIrements of the pOSItIon and our expenence In supervISIng
people WIll be of pnmary value to us We learn to mterpret A few examples WIll
Illustrate what IS meant by mterpretmg

Example I
The candIdate organizes thoughts well and expresses hIm or herself clearly The
indiVIdual prOVIdes complete answers to questIons WIthOut undue questIOning ThiS
probably IndIcates a person who IS a good communIcator and one who has a hIgh degree
of self-confidence The candIdate IS hkely to come over well to others

A person who IS heSItant and responds only With short answers, one that we have to pry
words from, IS probably not a good communIcator The person IS lIkely to act In the
same manner With others

AddItIonally, a person who chatters aImlessly and goes from one POint to another m a
random fashIOn may not be able to commumcate well onJob matters

Example 2
The candIdate who expresses the opmIOn that an employee should mISS a day's work
only Ifhe or she IS III gIves us an mdicatIOn that he or she IS hkely to be conSCIentIOUS
about shOWing up for work everyday The person who mdicates that he or she takes a
day off whenever pOSSIble may not be very dependable

Example 3
The mdIvidual who lIstens to our questIons thoughtfully, and who may even ask a
clanfYIng questIOn or two before respondIng, IS probably a good lIstener The one who
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has to be asked two or three tunes Will probably have as much chfficulty Wlderstandmg
our mstructions on the job

Example 4
The candIdate who appears to be overstatmg lus or her accomplIshments IS lIkely to be
one who IS not gomg to lIve up to hIS or her claIms

Example 5
The person who seems to have no clear Idea as to the kInd of work he or she would lIke
to do or who shows lIttle mterest mthe Job responsIbIlItIes, and a lot of mterest mthe
possIble pay, Il1lght be one who may not gIve the Job a farr tnal He or she may be usmg
thIS as an opportumty to find out what kmd ofwork he or she lIkes to do

We have to use judgment m asseSSing the chances of the candIdates succeedmg m the
job By asking pertment questIons In the appropnate manner, we can obtam solId
ImpreSSIOns of the person being intervIewed

It IS dIfficult to keep all of the factors In mmd In companng candIdates Therefore, a
structured method IS needed for recording ImpressIOns ofthe person being intervIewed

•

Checkmg References
Checking the references meets With mIxed results Personal references such as frIends,
teachers, mmIsters and the famIly doctor wIll produce the expected good reports They
Will speak lughly of the candIdate However, some candIdates Will lIst references •
expectIng that they won't be checked The references wluch generally help the most In

makIng a lnnng deCISIon are those ofpast employers Ideally, the person to talk With
IS the candIdate's former supervIsor

When we call references, we Will stIll have to use good questIOmng technIques to
obtaIn SIgnIficant mformatIon, Since general questIOns tend to provIde only general
responses We want to confirm the ImpreSSIOns and to check the "hunches" that we
have developed Sometunes, we get a "SIgnal" that sometlung IS not nght and we would
lIke to see If thIS ImpreSSIOn IS correct or not

Informmg Candidates of the DeCISIon
Hmng deCISIons should not be StrWlg out over a lengthy penod of time We should try
to complete the intervIews and make our deCISIon Within a week or two and aVOId
gOing past four weeks We should call the selected candIdate soon after the deCISIon IS
made and offer the person the job We WlII want to confirm the date and tIme the
person IS to report, where the person IS to report, whom he or she should ask for, and
other detaIls It IS also a good practIce to meet With the indIVIdual to work out these
matters In a face-to-face dISCUSSIon

If the candIdate declInes the job offer, we should ask polItely for the reason ThIS
informatIon mIght be helpful to us In subsequent intervIews Also, notIfy candIdates •
who were not selected The message would go something lIke, "We have filled the
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openmg WIth a person whose qualIficatIOns seemed well sUIted

Questioning Techniques
The mtervzewer should be master ofthe IntervIew The attltude ofthe job candIdate and
the value of the InformatIon secured can be controlled by slallful questIomng It must
be remembered that there are two candIdates present m most IntervIews The real
candIdate and the candIdate as presented by her or hImself CertaInly, the candIdate
WIshes to present her or hImself In the most favorable lIght, or at least as he or she feels
the mterviewer would lIke It IS the IntervIewer's job to dIstmgUIsh between the two,
the real from the make-belIeve Good questionmg techmques can help the mterviewer
make tlus distInctIOn Before dISCUSSIng good questIonmg habIts, It IS helpful to pomt
out some of the more common errors m questIOnIng that an mterviewer may make
Here are SIX of them

1 QuestIons that can be answered by merely "yes" or "no"

2 UmmagmatIve, run-of-the-mIll questIons for whIch the candIdate has long smce
prepared ready-made answers

3 Leadmg questIons whIch suggest the "proper" answer to the applIcant For example,
"Sellmg can be pretty tough, can't It?" "I suppose you left the Ajax company for
more money?" "You lIke close detaIl work, don't you?"

4 Questions or comments that are non-neutral and reveal the mtervlewer's attItudes
For example, "That's a good reason to change Jobs" "I thought he dId a good Job
What dId you tlunk?" "What has been your expenence m dealIng WIth some of the
rebel rousers downtown?" In lIne WIth thIs, there are certaIn comments that can
suggest an unfavorable attItude on the part of the mtervIewer through a remark
made by the candIdate Such questIOns could be embarrassmg to the candIdate and
create obstacles for the further voluntary expreSSIon ofhIs Ideas They also could
result m defenSIve or other emotIonal reactIons of hIS or her part that surely
mmImIze the effectiveness of the mtervIew For example, "That wasn't the best
tlung m the world to do, was It?" "That wasn't a good reason to qUlt a job, was It?"

5 QuestIOns that are already answered on the record They serve no purpose and
waste valuable tIme

6 QuestIons that are not related to the task at hand For example, "What dId you thmk
ofthat Ballgame last mght?" "How was the weather out your way?" One school of
thought IS that a questIon can help establIsh a fnendly atmosphere and offer a
means to gradually move mto more profitable areas However, to most candIdates,
such an approach only postpones IneVItable conversatIon and may, In fact, mtensify
the natural apprehenSIon on the part of the candIdate rather than mmimize It HIS
feelIng may well be, "Let's get on WIth It The suspense IS kIllIng me"
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Now let's turn to some more sample questIons of the type that Will not only enable the
IntervIewer to avoId these pItfalls, but Will also asSIst the candIdate to express hIs or her •
Ideas and feelIngs fully, m a frank and honest manner A number of questIons that
follow Will be non-dIrectIve In nature and qUIte sImple They pennIt the candIdate to
dISCUSS those subjects With WhICh he IS more famIlIar or that he feels are most
Important From thIS POInt, the IntervIewer can gUIde the IntervIew Into such areas as
are adVIsable

Certamly, a person's work expenence IS Important and IS a natural and easy place to
start the mterview Some key questions here mIght be

One of the thmgs we want to talk about today IS your work expenence, would you
tell me about your present job?

2 What do you feel were your major responsIbIlItIes m your last Job?

3 In your last job, what were some ofthe thIngs that you spent the most tIme on? And
how much tIme dId you spend on each?

4 What are some of the thIngs on your job you feel you have done partIcularly well,
or In whIch you have achIeved the greatest success and why do you feel thiS way?

5 What were some of the thIngs about your Job that you found dIfficult to do, and
why do you feel thIs way about them?

In addItIOn to knOWIng what the candIdate does on the job, It IS VItal to know how he
feels about what he does The response of the candIdate to the type of questIOn as
follows may well reveal such feelmgs and attItudes

How do you feel about your present Job?

2 What are some of the problems you encounter In dOIng your Job? Wluch
frustrates you the most? What do you do about them?

3 How do you feel about the progress you made With the company?

4 In what ways do you feel your present job has developed you to take on even
greater responsIbIlIty?

5 What would you say was the most, or least promIsmg Job you have ever had,
and what are your reasons for feelIng thIs way?

•

6 What do you feel has been your greatest frustratIon or dISappOIntment on your
present job, and why do you feel thIS way?

'7
I
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for more than one reason for a voluntary resIgnatIOn)

What are some of the things you partIcularly hke about your last job?

9 What IS your general ImpreSSIon of the last company for whIch you have
worked?

10 Most jobs have pluses and mmuses What are some of the mmuses m your last
job?

11 Do you consIder your progress on the job representatIve of your abIhty, and
why?

12 Where would you rank tlus Job WIth other Jobs you have held? What are some
ofyour reasons for so rankmg It?

13 How many hours do you feel a person should devote to rus job?

14 What do you feel a satIsfactory attendance record should be?

The way the apphcant feels about people, hIS co-workers and supervIsors, has an
nnportant part m determlnlng rus job success Here are the kmd ofquestIons that Will
help the mtemewer explore this area

• 1 What kmd of person IS your supervIsor?

2 What are some of the thIngs about wruch you and your supervIsor have
dIsagreed? How were these resolved?

3 What do you feel were your supervIsor's greatest strengths?

4 In what areas do you feel your supervIsor could have done an even better job?

5 How do you feel about the way you or others m the department were treated by
your supervIsor?

6 In what ways has your supervIsor helped you to further develop your capabIh
tIes?

') What are some of the tlungs your boss dId that you partlcularly lIked or
dIshked?

8 How do you feel your supervIsor rated your Job performance? What eVIdence
do you have to support your conclUSIOn?

• 9 \\That dId he feel you dId partIcularly well? What were the major cnticisms of
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your work? How do you feel about the cnticisms?

What kmd of people do you lIke workIng With? What kInd ofpeople do you
find It most dIfficult to work With? How have you successfully worked With thIS
type ofperson? •

It IS necessary for the mterviewer to know what the candIdates job ObjectIves are, what
he IS lookIng for or WishIng to aVOId, m a Job or career Here, again, proper questIOns
can be ofgreat help m obtaInIng such mformatlon For example

What are some ofthe tlnngs In a]ob that are Important to you, and why?

2 \\!hat are some of the tlungs you would lIke to aVOId In aJob, and why?

3 What do you want from your next job that you are not gettIng from your present
Job?

4 \\!hat IS your overall career obJectIve? What are some of the thIngs, outsIde of
your job, that you are dOIng, or that you plan to do, that WIll aSSIst you In
reachIng tlus obJectIve?

5 What kInd ofposItion would you expect to progress to m five years? Ten years?

6 What are your current salary expectations? How have you arnved at tlns figure?
What would you consIder satIsfactory progressIon from this POInt? •

It IS valuable to know how a person regards lumself To learn more about tlns, the
mterviewer Il1lght ask such a questIon as

1 How would you descnbe yourself)

2 As a person, what would you consIder your greatest strength?

3 As a person, what do you feel you could most Improve upon?

4 Are there certam tlnngs you feel more confident m domg than others? What are
they and why do you feel as you do?

5 What are some of the tlungs that motIvate you?

ASKING QUESTIONS

To be an effectIve IntervIewer, a manager must gam InfOrmatIon from the candIdate
relevant to the pOSItIOn beIng filled To do thIS, questIons must be asked that produce
answers whIch contnbute to the knowledge of the candIdate's skIlls and abIlItIes
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Some hmts on effectIve questIOnmg

• 1 AVOId leadmg questIons

2 AVOId gathenng non-relevant mfonnatIOn

3 Follow-up questIons untll you are sure you understand - beware that you don't
come on lIke an 1Oterrogator

4 EmphasIze the present versus the past, most recent expenences are more lIkely
good 1OdicatlOns of the future

5 Explore 10 depth that part of the candIdate's background most relevant to the
job

6 Vary the constructIOn and phras10g of questIons

'1 AvOId,'Yes/No' questIons, they only cause you to ask follow-up questIons

8 Start With broad questIons then narrow down to speCIfic

•
9 Use comments InStead of questIons, e g "I can Imagme there were some really

tough problems 10 that kmd ofjob" mstead of "What was the hardest part of
that job?" TIns helps mirumize the 10terview from becoming an interrogatIon

•

Some examples of leadmg versus non-Ieadmg questIons

LeadIng (poor)Non-LeadIng (Good)
o Do you enjoy workIng With people? What partes) of your job gIve you satisfac

tlOn?

o WIll you take courses reqUIred for ?
What do you plan to do to get ready for the positlOn? What IS your role m the
future?

o You learned a lot about people In the mIlItary don't you
What dId your servIce expenence do for you that IS relevant to thIS job?
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Questions Related to Job Dimensions
1 Oral Communication SkIlls
.. What dIfferent approaches do you use 10 talkIng WIth dIfferent types of people?
.. How do you evaluate the effectiveness of these approaches?
.. Tell me about the preparatIon for and results of meetmgs you have been

responsIble for conductIng

2 Impact-
~ Have you been called upon for spontaneous presentatIons?
~ What has been your reactIon?
.. How has your audIence reacted?
.. How do you determIne reactIons?
.. What IS your reactIon to meetIng a lot ofnew people?
.. What do you do to capture people's attentIon when you first meet a new class
.. (group)?

•

3 ListenIng SkIlls
.. How much of your job Involves hstemng?
~ How do you show others you are hstemng?
.. What do you thInk the role ofhstemng IS In good traInIng?
.. What counselIng process do you use?
.. How do you evaluate your hstemng effectIveness? •
.. Would you summanze for me the subjects we have dIscussed In the last five

mmutes?
.. When IS It necessary for people to repeat tlnngs to you?

4 Oral Presentation Skill
.. Have you done any pubhc speakIng lately? Why?
.. What was the result?
.. What do you do to prepare for speakers or presentatIons?
.. ThInkIng of the last presentatIon you made, dId you meet your ObjectIves?
.. What kInds ofquestIOns were asked?
.. DId you have to SIde step any? Why?
.. What kInd of feedback do you get?

5 Wntten CommuDicatlOD Slull
.. What report that you have recently prepared was the most challengmg? Why?
.. What kInd ofwntmg have you done?
.. Tell me about It content, format, reactIOn
.. In your job, who usually does the wntIng? the presentIng?
.. What scnpt or speech wntmg have you done? Examples?
.. Would you qUIckly sketch out a bnef scnpt on the subject for me') (GIve raw

data, pencIl, scnpt form)
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6 TechDlcal TranslatIon
.. What technIcal WIltIng have you done? Examples?
.. How do you go about wntmg InstructIOns that must stand by themselves?
.. What role does graphIcs play m your past technIcal wntmg or presentatIons?
.. Who has done what parts?

7 Development of SubordInates
.. What do you find most useful In developmg subordInates?
.. How do you IdentIfy subordInates' needs and potentIals?
.. If you are promoted tomorrow, do you have a replacement?
.. What dId you do to help develop hIm or her?
.. How many of your subordInates wIll be ready for promotIOn In the next year?
.. To what extent do subordmates partICIpate In decIsIOns you make?
.. How do you determIne problems In your work area?
.. How do you determIne pnonty for actIOn?
.. Tell us about some ofthe people who have become successful as a result ofyour

management
.. How are you helpIng your subordInates develop themselves?
.. Descnbe the strengths and weaknesses ofyour two strongest subordInates and

your two weakest subordInates
.. For each, what developmental actIOn have you taken?

8 Knowledge & UtIlIzatIon of OrganIzatIOn's Resources
.. What organIzatIOnal resources (servIces) do you most commonly use?
.. Vlhat type of tralmng or InformatIon about these resources do you gIve to your

subordInates?
.. How do others use your area as a resource?
.. Whom do you do work WIth to accomplIsh your obJectIves?
.. What do you do when faced WIth a problem you can't solve?
.. What departments have you found to be most helpful In helpIng you solve

problems? Why?

9 Evaluation Process
.. How have you evaluated projects (or development) you have been responsIble

for?
.. How Important IS feedback of the employees' feelIngs?
.. In what ways have you JustIfied the cost ofprojects?
.. What part does the OpInIOn of management have In evaluatIOn of projects?
.. How do you evaluate your part In proJects?
.. How have you been mvolved In budgetmg programs? What was conSIdered?
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10 CreativIty •
~ What mnovatlve Ideas have you seen generated by others recently?
~ Can you thInk of a recent problem where old solutIons dIdn't work?
~ How dId you solve It?
~ Under what condItIons do you dIsplay ImagInatIOn and Innovation In your work?
~ How much opportunIty do you have for InnovatIon In your present posItIOn?

Why or why not?
~ What have you done to reorganIze the work orgaruzanon where you work?
~ Glve me an example ofhow you have overcome an obstacle that stood In your

way?

11 MotIvation for Work
~ What factors do you conSIder most Important m evaluatmg yourself and your

success?
~ Why did you choose your career?
~ GIve me some examples of expenences on the job that you have found most

satIsfyIng? Least satlsfymg?
~ What has been the most Important event or person In your own development?

Why? Descnbe when you have worked the hardest and felt the greatest sense of
achIevement?

~ What about your job turns you on? offJ
~ GIve me an example of where your work goals and personal goals were In

conflIct and what you dId? •

12 Salesmanship/persuasIVeness
~ What was the best Idea you ever sold to your supenors?
.. Why dId they buy It?
.. What have you found to be the best way to get others to accept your Ideas?
~ What has been your most sansfymg expenence m presenting a new Idea to

someone? Why?
~ Your most dISappOIntIng expenence m presennng a new Idea to someone? What

dId you do?
.. Have you ever tned to sell your supenor on an Idea that was not accepted? Why

wasn't It? What did you do?
~ What was the toughest "sellIng" job you ever dId?

13 Adaptabdlty
~ GIve me an example ofwhere you have had to change your approach because

of CIrcumstances?
~ What IS the toughest SItuatIon you ever faced? How dId you handle It?
~ ThIs posItion reqUIres workmg vanable hours to accommodate three shIfts - does

thIs create any problems for you?
~ What IS the most sIgnIficant change you have made In your career? Why? GIve

me an example of an operanng polley you were In dIsagreement wIth and what •
you dId about It?
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~ How do you presently allocate your tIme to VarIOUS Job actIvItIes?

14 SensItIvity
~ What lands ofproblems do others bnng to you? How do you handle them?
~ What are the major trauung (development) needs of the people m your present

department?
• Have you recently made an unpopular decIsIon? What was the reactIon of

others? How dId you feel?
~ When have people wasted your tIme WIth unnecessary problems? Explam

examples?
~ What are people you work WIth proud of'
~ If I asked your supenor to descnbe your greatest weakness, what would It be?

Would It be any dIfferent IfI asked a subordmate or a colleague? How do you
know they would respond that way?

~ How do you determme the feelmgs of your employees?
• When sellIng an Idea, how do you determme when you are pushIng too hard?

How do you decIde when to back off?

15 ImtIatlve
~ How do you get your work asSIgnments?
~ If you have flexIbIlIty to determme your own, gIve me an example of one

you've started recently
~ Have you found any way to make your Job easIer or more rewardmg?
• GIve me an example of where you have mfluenced new dIrectIOns or

antIcIpated problem
~ LISt the new Ideas and suggestions you have made to your supenor m the last

6 months Explam the most SIgnIficant one
~ How many projects have you started on your own m the last year? What has

prompted you to do so?
~ How do you personally mfluence the productIVIty or effiCIency of your

organIzatIOn? How do you get others to generate new Ideas?
• Do you feel more comfortable Wlth a preset work plan or general goals? Why?

16 Planmng and OrganIZatIon
How do you schedule your tIme? Set pnontles?
What do you do when your tIme schedule IS upset by unforeseen CIrcum
stances?
How would you Improve the planrung system m your orgamzatIon?
What dId you do to get ready for thIS mtervrew?
How do you determme those aspects of your Job that reqUlre wntten reports?
Do you have short-term and long-term plans for your orgaruzanon? Explam?
What kmd of scheduhng method do you use?
How have you IdentIfied and overcome reSIstance to change m your organIza
tIon? Tell me how you have adjusted to mstances ofsudden constramts on your
operatIons
How do you determme what constItutes top pnonty m your organIzatIon?
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11 Problem AnalysIs
~ How do you stay attuned to potentIal problems?
~ Descnbe the bIggest problem you have faced In the last 6 months and how you

handled It
~ Do you follow any partIcular procedure when confronted WIth complex

problems? What are the essentIal elements? Why?
~ How do you Involve others In problem-solvIng?
~ How do you separate trammg needs from other kInds ofproblems?
• What do you do to separate problems caused by a deficIency of knowledge

versus a deficIency of executIon? Explam your most successful problem
solvmg expenence Explam a problem you have not been able to solve Why
hasn't It been solved?

18 AbilIty to Learn
~ What have you done m the last year to unprove your own abIlItIes?
~ What weakness have you recently overcome? How?
• When you find a need to learn about somethIng new, how do you go about It?
~ What new abIlItIes have you developed m the last year?
• What has been the most SIgnIficant learnmg In your pOSItIOn as ?
• What dIfferent subJects/Jobs have you learned/taught In your career?
~ How much does an Instructor have to know about the area they teach?
• What kInds ofquestIons have your employees asked that you couldn't answer?
• What dId you do?

19 Energy
• How do you catch up on accumulated work after an absence or vacatIon?
• When do you do your best work? Why?
• How many hours do you devote to your work In an average week?
• When dId you last feel thoroughly exhausted? Why?
~ What are good reasons to postpone tlungs?
~ What do you do for exerCIse and/or recreatIon?
~ How many tasks do you lIke to tackle at one tune?
~ What do you do In your spare tIme?

20 Stress Tolerance
• How does stress on the Job affect your performance?
~ How do you relax and ease work tensIOns?
• Under what condItIons do you work best?
~ What IS your reactIon when others lose theIr temper or become Imtated?

Examples?
~ Descnbe the reasons you last lost your temper? The outcome?
~ What IS the hIghest pressure SItuatIon you have been under In recent years 

how dId you cope WIth It?
~ Do you feel pressure In your presentJob? ExplaIn?
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~ Do you fmd It necessary to take work home? Why or why not? What situatIon
has caused you feehngs offrustratlonhmpatlence?

21 OrgamzatlOnal SensItivIty
~ Descnbe a recent project you completed What effect did It have on the

orgamzatIOn? How can you tell?
~ How do you commumcate the content and objectIves ofa new polley or program

to the employees?
~ What role does trammg fill m changIng on-the-job behaVIOrs?
~ What IS the most sIgruficant unpact you have had on an orgamzatIon? How dId

you do tlus?
~ How has your own behaVIor affected employees' behaVIOr? Why?
~ What have your done to get employees' feehngs and opmlOns m lme With your

project?

22 FleXIbIlIty
~ Descnbe your most dIfficult role
~ Descnbe the project that took you the longest tIme to complete
~ What aspect of supeTVlslon do you have the strongest convictions about?
~ What styles do you use With cooperatIve asSOCIates? WIth uncooperatIve

associates? Why?
~ Descnbe your best employee and worst How do you handle them dIfferently?

Why? What kInds ofworlang condItIons are not acceptable to you? Why?
~ GIve an example of a favonte Idea/prOject of yours that was denIed by your

supenors - what dId you do?

23 LeadershIp
~ What are some of the practIces you use to motIvate employees?
~ How frequently do you work With groups to accomplIsh tasks? What do you do

to prepare? What IS your role?
~ What sort ofa leader do your subordmates feel you are? Are you satIsfied?
~ How do you handle problems through an establIshed cham of command?
~ Do you feel you work better In one-to-one or group SItuatIons? Why?
~ How do you evaluate the success ofa meetIng you conduct?
~ DId you ever feel you had an Important unpact on a group to whIch you belong?
~ How did you achIeve that Impact?
~ How do you get people to work together who don't care for each other?

Examples?

24 Work Standards
~ In your POSItIon, how do you define domg a good Job?
~ How do you Judge the performance of those you work WIth?
~ What are the standards of success In your Job?
~ What standards of performance do you use In your trainIng/development

program?
~ How do you control your departments budget?
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~ How far are you WIllmg to compromIse yourJob standards to help others do theIr

work? •
~ Are you satIsfied With your departments performance? Why or why not?
~ What IS the most Important contrIbutiOn you have made to your organiZatiOn?

25 ResIlIence
~ Descnbe the last tIme you were disappomted? Why and what dId you do?
~ What place does your own faIhngs have In your work effectIveness?
~ Descnbe a SItuatIon where you had a suggestIon (Important to you) rejected
~ How do you bndge your attentIOn to your work With attentIOn to your personal

lIfe?
~ Can you gIve an example ofa conflIct and what you dId about It?
~ GIve an example ofsharp cntIclsm from an employee/supenor Your reactIon?
~ GIve an example ofa goal you deSIred but have been forced to abandon Your

feelmgs?

26 TenaCIty
~ What IS the bIggest obstacle you have had to overcome to get where you are

today?
~ Descnbe m expenence where you were too perSIstent The outcome? What

would you change?
~ Can you thmk of some results you achIeved because you persIsted for a long

tIme?
~ Explam? •
~ Why are you 10terested 10 chang10g pOSItIons now?

21 Career AmbItion
~ What part ofyourJob 10terests you the most?
~ In what ways are you now capitalIZIng on your strengths?
~ In what type ofadvancement are you 1Oterested?
~ If you had more spare tIme, what would you do With It?
~ What are your goals for the next 5 years?
~ In what ways have you been preparmg for the future 10 the last year?

31 Use of DelegatIOn
~ Who IS "mIndIng the store" whIle you are here? How was he or she selected?

Why?
.. How Will you know how well he/she performed?
~ DId you make a formal announcement to your subordinates concernIng the

responsIbIlItIes of the person you left m charge?
~ Explam your bIggest mIstake 10 delegat10g
~ Explain your bIggest mIstake In not delegatmg
~ What don't you delegate?
.. What keeps you from delegatmg more?
~ Descnbe the type of deCISiOn-makIng that you delegate to your subordmates
.. Descnbe your CrItena for delegatmg aSSIgnments
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~ If the degree of delegatIon vanes among subordInates, explaIn how and why
~ When dId you have a major problem requmng staffhelp? What actIon dId you

take?
~ Why dId you ask partIcular people to aSSIst you?
~ How much overtIme do you put In per week?
~ How do you famIlIarIze yourself WIth the current SItuatIon In your organIzatIOn

after beIng away for several days?
~ How dId you get other people to help you WIth functIon?
~ Could you CIte an example In your own expenence where you have been faced

WIth delegatIng authonty and/or responsIbIlIty? How dId It work?

32 DeCISiveness
• What was your most dIfficult deCISIOn In the last SIX months? What made It

dIfficult?
~ How do you go about makIng an Important deCISIOn affectIng your career?
~ What was the last major problem that you were confronted WIth? What actIon

dId you take on It?
• When faced With a bUSIness declSlon how long does It usually take for you to

make Up your mInd?
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The Selection Decision
Research on the tradItIOnal personal mtervlew has demonstrated several thmgs
VahdIty IS very low, meanmg that mtervIew scores are not related to job perfor
mance The same mtervIewer may ask candIdates dIfferent questIons over tIme and
mtervIews conducted by dIfferent people may bear almost no resemblance to each
other IntervIews are lnghly sUbjectIve, unstandardIzed and open to bIas In the event
ofa lawsUIt, the tradItIonal mtervIew IS lnghly vulnerable to legal attack and almost
mdefensIble m the event of such an attack

GIven that the elImmatIOn of the employment mtervIew IS unhkely, It IS essentIal
that methods for ImprOVIng the IntervIew should be utIlIzed Recent research has
suggested that a "structured" format IS useful for mtervIews In a structured
mtervlew, all candIdates are asked the same questIons In the same order The
questIons In a structured mterview are job-related, and answers for the sconng key
are determIned In advance The structured IntervIewmg process has the follOWIng
charactensncs

o It IS developed based on job reqUIrements and job dutIes cntical to
successful job performance

o It COnsISts of four types ofquestIons job knowledge, SItuatIonal questIons,
Job sample/SImulatIOn and worker reqUIrement questIons

o It may mclude oral, wntten and phYSICal sectIons, WIth the same Job
reqUIrements measured In one or more sectIOns

o Sample answers are predeterrnmed Answers of applIcants are rated
accordIng to the sample answers

o The mterview IS admImstered by a conumttee COnsIStIng (Ideally) of three
people farmlIar WIth the job

o StandardIzed apphcatIOn rules ensure each candIdate has exactly the same
OPPOrtunIty

Observmg and Recordmg BehaVIor
The pnnclpal upon WhICh thIs entIre process IS based IS that we use behaVIor to
predIct behaVIOr ThIS trUIsm has guIded managers throughout the ages m that the
behaVIor In one SItuatIon usually predIcts behaVIor In another SItuatIOn ObVIously,
there are many exceptIOns, but almost all managers would agree that In the general,
thIS old saymg IS true

All of the elements Involved In reVIew, questIOnIng and SImulatIOn that are Included
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m our recommended process are aImed at uncovenng behavIor m the applIcant's
past WhICh can be used to make a logIcal predIctIon of future behaVIor Thus, the
task of the mterviewer IS to obtain as much factual mformation as possIble about
past behavIor m the areas whIch have been targeted as necessary for successful
performance on the Job m questIOn In other words, all elements of the selectIon
process are conceIved of as deVIces to uncover examples of behaVIor whIch can
gUIde m predIctmg future behavIOr

The pnncipal advantage of a behaVIorally onented approach to a selectIon system
IS that It mimmizes the skIll needed to project future behaVIor It takes many, many
years ofmtensive educatIon to be able to make adequate psychoanalytIc prOjectIons
On the other hand, almost any manager IS capable of proJectmg behaVIor to new
SItuatIons once It has been IdentIfied

ThIs step IS mvolved m lookIng for behaVIor and adequately recordmg that behaVIor
for a decIsIon

Multiple Person Interview
Most of the behaVIors Will be observed and recorded m multIple person mterviews
It IS WIthm thIS part of the selectIon process that the maJonty ofdata for makIng a
hmng decIsIon WIll be collected

There are two general alternatIves whIch may be consIdered for thIs step One IS
SImply a sequentIal senes of mterviews by each of the members of the assessment
group The other IS paInng of the mterviewers

When mterVIews are conducted by pairs of mterviewers, several advantages can be
gamed, With one person actmg as an mterviewer and the second as
observer/recorder

[j The mterviewer can be less concerned about gettmg everytlnng down and
more concerned With the good flow of the mtervIew, the non-verbal
behaVIor ofthe applIcant and purSUIng Important Items requmng follow-up
questIons

CJ The observer/recorder can be less concerned With the plan and flow of the
mtervIew, and more concerned With recordmg the needed data on past
behaVIor of the applIcant

CJ Workmg together, two people see and hear the applIcant m response to the
questIons asked and SItuatIons whIch anse These two VIews, two ways of seemg
the data, are a valuable companson when makmg deCiSIons and Judgments about
dImenSIOnS

o By settmg up some SImple cuemg so that the applIcant does not feel lIke a pmg
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pong ball, the intervIewers can be sure to follow up on questIons and cover all
Important areas

o After a practIce seSSIon, most managers find the paIred approach more effectIve
It tends to help keep the intervIewers aware of both theIr role In the process and
the key "do's" and "don'ts" of the whole process

StIll, the deCISIOn of whether to intervIew In paIrs or sequentIally must be made by the
managers Involved based on tIme, geography and other factors Regardless of the
decIsIon, plannmg the IntervIew IS probably the most Important step

Research has overwhelnnngly IndIcated that preplanned mtervIews are more effectIve m
successfully predIctmg future performance Pre-mtervlew planmng assures that the
manager WIll focus on mfonnatIOn relevant to the Job under conSIderatIon and WIll seek
InformatIon on each of the defmed dImensIOns Plannmg gIves the mtervleWIng manager
confidence m her or hIs abIlIty to handle the IntervIew There IS no need to worry about
the next questIOn to ask, so the manager can concentrate on what the applIcant IS saymg
PlannIng gIves dIrectIon to the mtervlew, thereby makmg maxImum use of aVaIlable
tIme The manager IS able to concentrate the IntervIew tIme on infOrmatIOn areas most
Important to deCISIon makIng

•

Planmng prOVIdes tune to thInk through the phrasing ofnon-leading questIons Plannmg
prevents the manager from repeatIng questIons already answered on the record PlannIng
assures that all tIme penods of the applIcant's adult hfe are covered Unaccounted for •
penods that may be very Important are exposed Pre-mterview planmng gets the manager
psychologIcally ready for the mterview HIs or her mmd IS taken off work problems so
that maxImum InsIghts can be gamed from the intervIew

Most managers do not plan for mterVIews TheIr excuse IS usually a lack of tulle Bt.: thIs
IS not a valId excuse when they Intend to spend an hour to and hour-and-a-halfWIth an
applIcant Lack of plannmg can cause many mefficIencIes, such as allOWIng dIgreSSIon
Into unfrUItful areas, asking mappropnate, unproductIve questIons that waste far more
orne than proper plannmg would take In general, It IS better to shorten an mtervlew
slIghtly and do some pre-planmng than to use all the aVaIlable tIme mterVIeWIng

After a manager gaIns expenence m preplannmg an mtervlew, preplanmng should take
from 15 to 30 mmutes dependmg upon the number of dImenSIOns sought and the
applIcanes work hIstory The Ideal tIme to plan for an intervIew IS nght before the
mtervlew The major advantage of preplanmng nght before an mterVIew IS that the
plannIng allOws the manager to unWInd from the pressures and other dIstractIOns of the
Job-and develop the-proper psychologIcal set for the lllterVleW ThIS set IS Important as
It allows the manager to effectIvely use mformatIon produced early m the mtervlew
IntervIewers that Jump from therrJob mto an mterview often find theIr minds are stIll on
therr Job problems halfuray Into the mtervlew

Preplannmg ImmedIately pnor to each mtervlew In a senes of mtervlews IS equally as •
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unportant Ifno pause IS mserted between candIdates, an mtervlewer often finds hImself
thmkmg about the preVIOUS apphcant well Into the mtervlew With another candIdate

Ifplannmg cannot be scheduled pnor to each mtervlew, then plans should be developed
for several mteTVlews In advance A more careful wntmg out of the mterview questIOns
Will be requIred as the questIons w111 not be as fresh m the mmd of the manager

There are many ways to plan an mtervIew We suggest the method shown below because
of Its SImplICIty It can be shortened or lengthened to fit almost any mteTVleWing SItuatIOn
TIns means that It can also apply to screerung IntervIews as we've dIscussed earlIer m thIs
step The process employs ten cntical steps found to be Important In handlmg a selectIon
mtervlew successfully and reqUIres planmng how each of the cntlcal steps Will be
handled

The ten Critical steps are.

1 Put the partIcipant at ease
2 Explam how the Interview wIll be conducted
3 Trace educational hIstory
4 Trace Job hIStory IncludIng mlhtary expenence
5 Explore motivation, career ambItIOn, mterests
6 Ask a question to gaIn time to check the mtervlew plan
7 Ask additional non-Ieadmg questIOns
8 Descnbe the Job
9 Close the Interview
10 Complete the evaluation forms

The mam portIon of the IntervIew dealmg With educatIOnal and work lustory In general
(questIons dealmg With motIvatIon, career ambItIOn, etc ), should be planned first, leaVIng
room for the mtroductory and clOSIng steps TIns enables the manager to structure these
areas to reInforce or supplement mformatIon planned for In the major portIon of the
mtervIew The sequence ofareas to be covered In the mterview are educationallustory,
preVIOUS Job lustory, current Job, plans for the future, mIscellaneous and follow-up
questIOns, and a descnption of the pOSItIOn

The sequence of startIng early m a person's lIfe and workIng toward the present IS
preferable for a number ofreasons

1 By dlscussmg educatIon and early work lustory first, most candidates are put at ease
so that they can then talk about more personal subjects such as theIr current Job
SituatIon, mterests, health, and so on

2 It IS eaSIer to follow changes m dImenSIOns, such as mdependence, InItIatIve and
Judgment over the person's career

3 Current behaVIOr IS the most Important, so It IS good to have It near the end of the
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intervIew where It can be easIly recalled by the intervIewee

The dISCUSSIon ofthe details ofthe job for whIch the applIcant IS applymg should be held
untIl after the questIon portIon of the intervIew, so the Infonnanon WIll not bIas the
answenng ofquestIons DelaYing the descnptlOn of the job allows the manager, who IS
certain a candIdate IS not qualIfied, to stress those job requIrements that the candIdate
obVIously does not possess, thus prepanng the candIdate for a later rejection

HoldIng the dIscussIon of the pOSItIOn untIl the end ofthe planned mterview also helps
Insure that the emphasIs of the intervIew Will be on findmg mfonnation about the
candIdate, where It should be, rather than on sellIng the person on the Job

A pad oflmed paper IS a helpful aid m plannmg DIfferent pages ofthe paper Will be used
for each cntical step and one page wIll be used for each major event In the applIcant's
hIstory For example, the follOWing mIght be the page headmgs of a candIdate

•

Page 1

Page 2

Page 3

Page 4

Page 5

Put the partiCIpant at ease and explain how the mterview Will be conducted

EducatIonal background

FIrst Job or first year or so

Second Job or next year or so

ThIrd Job or next year or so •Page 6 Fourth Job or next year or so

Page) Gap m applIcant's past expenence record

Page 8 NextJob or next year or so

Page 9 Current Job

Page 10 MotIvatIon and career ambItIOn

Page 11 Interests and other questIOns

Page 12 QuestIons or questIons to gain tIme to check the mterview plan completely
through

Page 13 Descnbe the Job (and person's reactIons)

Page 14 Close the mterview

In actual fact, many managers soon commIt some cntical steps to memory and thus SkIp
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them In planmng (such as explauung how the lOtervlew WIll be conducted and closlOg
the lOtervlew) IntervIewers also find that they can qUIckly memonze tranSItIon
comments appropnate for introdUCing each of the major background Areas ThIs
elImlOates wnt10g out these comments and aIds the flow UntIl such comments are
memonzed, key reminder pOints should be wntten out

The maJonty of the plannIng effort IS focused on developing appropnate questIons to
bnng out all dImenSIOns After the major headings are put on the pages, the manager
looks at the lIst ofdImensIOns sought and determlOes questIons that can be asked under
each heading that WIll prOVIde the infOrmatIon on the dImenSIons InformatIon on some
dImenSIons can be obtaIned whIle dIscusslOg many areas of the applIcant's hfe For
example, lOformatIOn on ImtIatIve can be obtaIned by asklOg questIons about how each
major lIfe change came about Other dImenSIons are more dIfficult and can be obtamed
whIle dlscussmg only one aspect of the 1OdIvIdual's hIstOry For example supervISOry
style can only be sought whIle dISCUSSing those Jobs where the lOdIvldual was a
supervIsor

When wnt10g a questIon on a page, an attempt should be made to lOsert the questIon
where It would be most appropnate 10 a sequence of questIons on that subject If It would
be best at the begmmng, then the questIon should be wntten at the top of the page If 10
the nuddle ofthe sequence, then In the mIddle ofthe page, and Ifat the end, at the bottom
of the page
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Career Development Knowledge
A good startmg pomt for managmg careers IS establIshIng the pnmary ObjectIve for such
an actIVIty Why do we want to manage careers? The answer IS usually VIewed from the
organIzatIon's perspectIve and It IS To hire, develop and retam people who will

accomplish the organizatIOn's goals and obJec
tives

There IS nothIng Inherently Immoral or dlsgustmg about thIS ObjectIve The problem IS
that such a VIew may be somewhat naIve and short-SIghted Here's why

We may have an organIzatIon that has a farrly clear mISSIOn and pretty speCIfic operatmg
ObjectIves But, we also have mdIVIduals who have needs and goals of theIr own WhIle
most employees recogmze the Importance oftryIng to accomplIsh what the organIzatIOn
deSIres, they can't help but be mfluenced by theIr own deSIres and wants

Can management SIt back and say, "Well, that's theIr problem?"

Ofcourse they can And, many managers have held thIS VIew But It seems to be rather
hmlted and restrIctIve when we conSIder the motIvatIOn of mdIviduals Most ofus would
want to see some opportunIty for satIsfyIng our selfish goals m the process ofachIevmg
the organIzatIon's goals Most of us would prefer to see personal rewards and achIeve
ments as some part ofthe formula for Career Development Most of us are lIkely to have
our attItudes Influenced by the amount ofOppOrtunIty we see

What Is Career Development
It seems only farr that management's efforts to manage people's careers ought to represent
some sort of a balance between what the organIZatIon needs and what the mdlvldual
deSIres ThIs means that management should stnve for some mutualIty between what they
deSIre to have for the organIzatIOn and what the mdIvIdual wants to have for hIm or
herself A pIcture mIght conSIst of these elements

The Ideal SItuatIon should be an attempt to match mdividual needs to organIzatIOn
obJectIves, personal achIevements to overall goals, and an employment career With the
organIZatIOn's long-term mISSion
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Matchrng Of OrganIzation and Individual
We should be able to see a more balanced VIew that defines our Job In terms of the •
organIZatIOn and the IndIVIdual employee Tlus VIew carnes WIth It some stnkmgly
dIfferent reqUIrements than the Idea of "PluggIng m employees where they can do the
most good" When we keep both the organIzatIOn and the IndIVIdual In m1Od, we see
responSIbIlItIes lIke

o Detenmne the orgamzatIOn's objectIves
o Detenmne the mdIvIdual's needs
[j DecIde upon the organIzatIon's goals and Assess the mdIvIdual's deSIred aclueve

ments
[j EstablIsh what the orgarnzatlon's long-range mISSIOn IS and
o EstablIsh what the IndIvIdual wants as a career

Then

• IdentIfy the mdivIdual's abIlItIes, and
• Use those abIhtIes to the MUTUAL benefit of the organIzatIOn and mdlvldual, plus

develop those abIlItIes to satISfy the longer range needs of the organIzatIOn and the
ambItIOns of the IndIVIdual

Create A Mutual Fit
Tlus two fold perspectIve of career development forces the manager to see lus or her job
as more of a llbalancIng act" of what IS done to the Job and what IS done to the person
It becomes less of a SItuatIon of trymg to get the employee to fit the job, m much the
same way as a shoe salesperson "shoehorns" a foot mto t..lJ.e shoe that IS aVaIlable

Some may object, saymg, "You can't change the Job content to fit the person" And, they
may have a good case for descnbmg '~obs" that have concrete responSIbIlItIes and fixed
dutIes What they may not see IS that It may not be necessary to change the Job content
to match a person It IS lIkely to be necessary, however, to change the Job context Nearly
every aspect ofJob context can be changed (managed) WIthout sacnficmg Job content
SImply stated, Job content refers to WHAT IS done and ItS pnonty, Job context refers
to HOW It'S done and Its enVIronment

By managmg the IndIVIdual's competency and the job's context, 10 unIson, managers can
achIeve SIgnIficant benefits for the orgarnzatIon, whIle enhancmg the rewards to the
10dIvldual

o The ORGANIZATION gets INCREASED PRODUCTIVITY because the
mdIvldual gets Increased Job satIsfactIOn, Improved motIvatIOn, more effiCIent
use of talent, more satlsfymg applIcatIOn of abIlItIes and more OpportunIty for
achIevement
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o The ORGANIZATION gets MORE PROFIT because there IS an Inherent
decrease 10 turnover, a more effectIve applIcatIon of traImng dollars, a more
effiCIent matcbmg ofcandIdates to opemngs and a more responsIve work group
for changes that occur

These potentIal benefits warrant some real effort toward acluevmg the mutual fit between
mdIvIduals and Jobs

Use a Mutual Process
Creat10g a mutual fit reqUIres some reth10kmg of the process It IS not enough to
speculate about what an 1OdIvIdual's career aspIratIOns are It IS equally 10sufficlent to
dIctate what those career goals should be There IS the tradItIOnal COnflIct 10 thmkmg
when It comes to career development Should management determ10e what IS good for
each person and set the course for each one's career? Or, should management allow,
encourage and support the partICIpatIOn ofeach person 10 the process? The former VIew
assumes that managers are all WIse and all knOWIng, subordmates are Ignorant and Just
WaItIng to be told what to do

Stephen V10cent Benet descnbed the dIlemma as a part of a mIlItary model, planmng
done by the officers, as follows

Ifyou take a flat map and move wooden blocks on It, strategIcally, the thIng looks
well, the blocks behave as they should

The SCIence ofwar IS mOVIng lIve men lzke blocks And gettIng the blocks Into place
at a fixed moment

But It takes tIme to moldyour men Into blocks

And flat maps turn Into country where creeks and gullIes hamper your wooden
squares

They stzck In the brush, they get tzred and rest, they straggle after rzpe blackberrzes,
andyou cannot lifi them up In your hand and move them

It doesn't stretch the analogy too far to apply zt to the task ofmanagIng careers

Robert E TanneIull, m Ius book on "Job Ennchment," offers another VIVId pIcture of
some of management thmkmg ConsIder what an employee mIght be "shootmg for" m
lIfe WIthOut a specIfic career goal we can have an unhealthy motIVatIOnal SItuatIOn Just
shootmg arrows WIthout hav10g a target IS a meanmgless, routme and very bonng
actIvIty Because It IS po1Otless, we would expect the 10dIvIdual to lose 10terest qUIckly,
or begm to 10vent lus own target wluch may not be useful to the organIZatIOn, although
It mIght relIeve the boredom for the archer
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But If we establIsh a career target, we lInmediately change the motIVatIOnal clImate
(Remember, we are usmg a target that represents a MUTUAL fit between what the •
orgamzation wants and what the mdividual wants)

Now the archer has speCIfic, understandable and challengmg career goals, he or she can
get feedback on performance because he or she can see how lus or her efforts achIeve
deSIres, and he or she IS able to get Interested m the task at hand WithOut anyone else
dIrectIng or controllIng efforts

But ill most orgaruzatIOns, Jobs are not that way We often find practIces that get In the
way, work systems are over-structured and the people themselves cannot understand or
relate personal goals to the organIzatIOn's goals, commUnIcatIOns are bad, so mutualIty
IS never establIshed We mIght charactenze that SItuatIon by showmg the archer standmg
on one SIde of the hIll, whIle the target IS on the other SIde of the hIll, out ofSIght

Now the archer, depnved of feedback, may get very resentful ofbemg placed m tlus sort
ofpOSItIOn He or she IS expected to perform well, but IS unaware ofhow what he or she
IS domg relates to the goals He or she IS lIkely to qUIckly become alIenated from the
work and the rest of the orgamzatIon He or she becomes bored, angry, or m some cases,
Will SImply lose Interest He or she may qUIt the Job mentally, so to speak, but keep
comIng to work every day to get paId If he or she IS polItIcal, however, and wants to
keep the Job, It shouldn't surpnse us to see hIm or her begm to concentrate on effort, or
"lookIng good," because If you can't get attentIOn through results, you want to be sure
others are watchIng you for other reasons

Bnng m supervISIon, give them the task of "motivatIng" people to try harder, be more
effective, etc In our SItuatIon, here, we nnght charactenze tlus effort as locatmg the
supervIsor on top of the hIlI where he or she can drrect the efforts of the archer Usually,
however, these efforts to prOVIde feedback are not too successful

The archer IS now dependent on the supervisor He or she finds It dIfficult to use thIs
feedback, however, and It Isn't too long before the archer's alIenatIon and resentment on
the Job IS transferred to the supervisor, partIcularly If he or she suspects the supervisor
doesn't really care about lus or her success or If he or she loses credibilIty In the
supervisor's abIlIty to even see the target

The employee may feel dependent on someone who wouldn't be able to notIce the results
even If they were good' WIth that breakdown In confidence, It shouldn't surpnse us that
the archer mIght be tempted to let a stray arrow fly In the dIrectIOn of the supervIsor'

•

Instead, we should attempt to change the SItuatIOn for the archer and put hIm or her mto
a healthy motIvatIonal SItuatIon, where the archer can see the career goals, get feedback
on progress, and be dIrectly Involved In trymg to achIeve successful performance of
somethmg that IS Inherently Important

But what about the supervIsor? What role does he or she play? We can portray thIS by •
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havIng the supervIsor worlang With the archer, settmg goals, trammg, coachIng and
counselIng, makmg sure feedback IS there, gettmg better arrows, a better bow or adjustIng
the target as necessary to mamtam a challengmg sItuatIon for the archer He or she also
reInforces and rewards the archer's behavlOr when It seems to contnbute to successful
achievement for the orgaruzatlOn and the mchvidual

ThIS new role IS essentIal In the mutual process of establIshIng career goals for the
mdividual that are compatIble and consIstent With the work goals of the organiZatIon

Personal CommItment
The new role of the manager In career development IS not an easy one to fill It Will take
some delIberate sensItivIty, some speCIfic ObjectIves to focus on, and large doses of
patIence Let's explore each of these three reqUirements to see what they mean to us

SensItIvIty
We may be tempted to feel, by habIt or fear, that we have a good command of the
situatlOn m which our people perform We may feel that we know what It takes to be
competent and we know what the job SItuation IS all about In realIty, we may be very
naive, we may be operatmg from myths and folklore To demonstrate sensItIVIty, we may
have to reassess some of the realIties of the world of employees and update some ofour
thInlang

There IS a "Myth-Reahty" questlOnnaIre as a part of thIS seSSIon To reVIew our
senSItIVIty, we should complete It The dispanty of the Items In the "Myth-RealIty"
questIonnaIre demonstrate that MANAGERS PROBABLY DO NOT KNOW WHAT IS
BEST FOR EACH EMPLOYEE Ifwe have sensIt'Vlt'j we WIll find out what they thInk,
and what they want

Managers Should Be Sensitive
Do unto others as they would have you do unto them SensItIVIty IS essentIal for
understandmg the job context In which employees work

o We have to be senSItIve to the Job enVIronment the settmg of the Job can have
a large mfluence on the motIvatIOn and actIOns ofemployees

o We have to be senSItIve to the formal structure of the organIzatIOn In tenus of
polICIes, procedures, forms, pOSItIOn descnptions, reward systems and commurn
catIOn methods each of these can COnflIct With our career development goals for
an IndIVIdual, or WIth the mdividual's personal aspuatlOns

o We have to be senSItIve to the orgaruzatlOn's culture that unwntten set of values,
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belIefs, expectatIons, assumptIons, mandates and norms that act as a powerful
force to Influence behavIor and dIrectIon

We have to be sensItIve to peer group values and pressure that may work for or agaInst
our development efforts We have to be sensItIve to our own inadequacIes, bIases,
mterpretatIons and motIves as we try to do what's best for subordinates To achIeve the
career development results we desIre, we Will have to be senSItIve enough to IdentIfy
each of these Items and take delIberate actIon to manage It Each one provIdes a new
opportunIty to control the dIrectIon of our efforts and to reduce the hkehhood of
mterference What we WIll want IS a senes of planned actIOn steps to compensate or
adjust

Objectives
The second element of personal COmlnItment IS ObjectIves havmg a clear VIew of
deSIred results clearly m mmd as a focal pomt for all developmental efforts We
would notIce that "haVIng ObjectIves" IS essentIal, but usmg the ObjectIves IS the cntical
part Here's how It works, m four easy-to-see mgredlents

o Set speCIfic career development objectives With each employee

o Pursue each ObjectIve for each employee With full, undIvIded attentIon

•

o LImIt developmental actIVItIes to those that wIll, predIctably, achIeve the deSIred •
ObjectIve

o Totally shIft from one actIVIty to another when that IS reqUIred for achIevmg the
objectIve

For thIs to work, managers really have to be Interested m the development of theIr
employees OtherWIse, the objectIves and actIVItIes won't hold theIr mterest A Manager's
attItude toward employees IS probably the most Important factor In successful
development Each manager IS fannlIar With the jobs ofemployees Each IS fanulIar With
many technIcal aspects of the work, and managers have been through many of the
problems employees face What managers know and understand, they can relate to, and
descnbe, m rather preCIse terms However, large communIcatIOn bamers anse If
employees do not feel that theIr managers really want to help them develop They must
feel that we are mterested m their development and that we want them to develop
Otherwise, they Will hkely see our efforts as trymg to fmd fault They can become
defenSIve about the way they are domg theIr jobs, and find a lot of reasons for not
developmg

Perhaps we can clanfy agaIn by refemng to the sports world There, coaching IS a word
that IS descnptIve also of the relatIOnshIp between coach and players The coach wants
the team members to play well and to WIn agamst the competItIOn VICtOry bnngs •
rewards to both the players and the coach Successful coaches are those who convey thIS
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"wmmng team" attItude to theIr people For us as managers, we wIll find It necessary to
convmce our people that we are pnmanly concerned WIth them wmnmg We cannot
convey that If we are m It only for our own gam

When employees see that we are smcere m wantmg to help them, theIr receptIvity to our
style IS hIgh, and an open exchange can result We SImply need to focus on our objectIves
WIth the nght motIves, to have a good chance for success at developmg employees

WIth attItudes m tune WIth obJectIves, the actIon-planmng and ImplementatIon stages of
development remaIn They are taken care of best by usmg a five-step process

Jomtly, With the Subordmate

o Define the deSIred change, specIfically relatmg It to the Job context

o Determme whIch people, slalls, orgamzatIonal structures, operatIng systems, and
management onentatIOns need to change

o Quantify the level of effort and resources needed to bnng about each of these
changes

o Develop an actIon-plan and tImetable for holdmg each party's focus on the
elements Involved In the change effort

o Begm steadfastly Implementmg the change, momtonng progress closely and
malang necessary adjustments along the way

Patlenct: and Persistence
Development takes tIme' How much? Well, mfonnal surveys of managers tend to
support the findmgs of researchers mvolved m the study ofchangmg orgamzatIOns

TIME INTERVAL AMOUNT OF CHANGE
8 to 12 months 5 - 10%
1 to 4 years 10 - 19%
4 to 1 years 20 - 38%
These figures are extremely Important because they represent changes that are deCIded
upon and agreed upon They represent the amount of change that can be expected, as a
percentage of total behaVIOr NotIce that the range stops at a theoretIcal 38% These
studIes show that It IS hIghly unlIkely that an IndIVIdual or an organIZatIOn wIll change
more than about one-thud The reason IS Simple changes beyond thIS magmtude would
reqUIre subStantIal changes In the spmtual and psychologIcal make-up of mdIviduals
That kmd of traumatIc change IS rare, nonnally occumng In less than 1 m 1000 people
m each year and to only I m 40 In theIr lIfetImes

So, we have to be practIcal If we want to see a 10% change m the behaVIOr of an
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employee, we WIll have to dedIcate the appropnate amount ofdevelopmental effort for
a year or more Ifwe want a 20% change, we should be prepared to contmue our efforts
for 3 to 5 years •

Our patIence and perSIstence WIll show up m several ways

o A capacIty for reappraIsal that allows us to nse above the pressures ofday-to-day
actlvltles and evaluate our role In the development process When one manager,
who had been Involved m the development and mstructlon of a new supervIsor
backed off to reappraIse her role, she was amazed to dIscover that her tIght hold
on the rerns actually prevented the supervIsor from embracmg her new strategy
She mnnedlately began workmg through, rather than over the supervIsor

o A connmtment to re-assessment that leads us to analyze the sources of develop
mental dIfficultIes and to address them m terms ofthe orgaruzatIOn's realItles and
our strengths ThIS charactenstlc, whIle SImIlar to the first, goes beyond
mdlvldual analYSIS to the ObjectIve realItIes of the orgaruzatIOn For example,
after one manager medItated on a senous developmental problem, he gamed the
mSlght that hIs own mdependent coachIng rather than the orgamzatlons formal
trammg mIght be more SUIted to the employee especIally SInce hIs budget for
semmars had been cut

Confidence m the goals for the future IS also a byproduct Confident people are patIent
people, and patIent people marshal' strong confidence behInd theIr goals (Those who •
lack faIth m themselves, theIr goals, and theIr orgamzatIons are always ImpatIent)
Because patIent and persIstent managers have confidence In therr goals, they are prepared
for the fact that It WIll take years to effect lastIng changes

PatIence helps make good deCISIOns m the proper place, at the nght tIme Patlence
functlons as a tImer to make sure events unfold In lOgIcal sequence

Make DeCISions That Are PertInent Now
That means haVIng the patIence to put offa deCISIon that the boss or the subordmate IS
pleadmg WIth you to make nght now, but that m yourJudgment need not be made untIl
certam events and crrcumstances have occurred When someone mSlsts that you must
answer "yes" or "no" nght now, you should usually answer "no"

Never Make DeCISIons Prematllrel}
That doesn't mean patIent managers don't act qUIckly or expenment WIth solutIons to
problems, but It does mean that they don't act hastIly or expenment prematurely

Make DeCISions That Can Be Carried out
Managers who make deCISIons theIr organIzatIons canIt support are not only ImpatIent,
they are foolIsh PatIent managers carefully pursue strategIes theIr orgarnzatIOn can
Implement, focusmg on changes they know theIr people can successfully make
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Never Make DecIsions Others Should Make
In emergencIes and cnses, ImpatIent managers can't reSIst makmg deCISIons for theIr
employees But when we make a deCISIOn someone else should make--even a strategI
cally sound one--It adversely affects the development process

PatIence and persIstence mclude the appropnate applIcatlon of tIme and temperament to
the development SItuatIOn

Needs Assessment
Developmg a Manager, a Customer ServIce SupervIsor or a Mamtenance Engmeer
reqUIres a needs assessment We look for dIfferent weaknesses and strengths m
performance m each case For the most part, we are workmg WIth employees and
speCIalIsts who are reqUIred to exerCIse a number of technIcal skIlls m carryIng out theIr
work They have dutIes or areas of responslblhty that are usually well-defined Our
development efforts reqUIre a partIcular approach that fits our partIcular employees and
these condItIOns

Managers who are successful at development practIce the "dIVIde and conquer"
technIque That IS, mstead oftrymg to develop all ofan employee's capablhtles at once,
they pmpomt theIr attentIon on one or two areas where unprovement can be made, and
concentrate therr efforts there When these have been developed, they move on to one or
two more, and so forth ThIs means that we should take an overall look at the employee
and deCIde where the Improvement WIll have the most dIrect results One approach IS to
conSIder the employee by lookIng at these factors

o Knowledge ofthe]ob
o SkIlls In performmg the Joh
o Personal factors

Appropnately, we WIll dlvlde-and-conquer the three factors

Knowledge of the Job
Knowledge refers to the general background an employee has to have for the work he or
she IS domg The concepts ofplannIng the work, usmg technIcal knowledge, bemg aware
ofpohcles and procedures, knoWIng Job pnontIes, and havmg an understandmg ofthe
Job responsibilItles are some common examples Of course, the knowledge requIred for
each Job WIll vary, but the Idea IS to IdentIfy the key areas ofnecessary knowledge

In each Job there WIll be several "need-to-know" areas (1 e anyone who does the Job
absolutely has to know these thmgs) There WIll be a number of less Important
knowledge areas we would also thInk about We don't Ignore these "mce-to-know" areas,
but we reserve these for another tlme after the cntlcal areas have been handled We
concentrate on the need-to-know areas first, If Improvement IS needed there



SkIlls m Performmg the Job
Job knowledge IS a prereqUIsIte to performance, but sIalls are also needed Each posItIon
reqUIres a set of skIlls Some SkIlls are manual, as In operatIng a termInal or gOIng
through the sequence ofsteps to start up a urnt, but many sIalls are mental For example,
If the employee IS Inept at troubleshootIng a common problem, we know there IS an
ImmedIate payoff If we show her how to dIagnose common problems she encounters

Personal Factors
The tlnrd factor IS one that centers around personal factors whIch WIll affect a person's
performance A person may have the necessary knowledge and skIlls, but rus or her
overall performance may be dlImmshed by personal factors For example, a person who
WaIts to be told what to do reqUIres more dIrectIon than one who exerCIses InItIatIve As
managers, we have to spend more tIme WIth hun or her than WIth the others IfthIS tIme
mvestment IS too great, It becomes a real burden on us We can't Ignore tlus As another
example, an employee may be handlIng the technIcal parts ofthe job well, but dIsplays
a negatIve attItude about the orgaruzatIon from tIme to tIme, wluch has a negatIve effect
upon other employees or even customers He or she may be gettmg the work done, but
we can't overlook the harm he or she may be causmg by tlus bad attItude We may be able
to develop the employee on how to separate personal feelmgs from the reqUIrements of
the Job These personal factors are not necessanly skIlls, but they are stIll of great
Importance

For another example, we may have an accountIng clerk, WIth many years expenence, who
can handle a WIde range ofjobs expertly However, suppose she IS dIfficult to get along
WIth, IS qUIck to cntIclZe the work ofothers, and dIsplays a supenor attItude As a result,
the employees WIth whom sne wonG become upset and theIr productIvIty ~uffers As
managers, we may have to settle many small dIsputes The clerk may be prodUCIng a
good level of work herself, but the cost of her servIces (loss of prodUCtIVIty of other
employees) may be hIgh Development WIll be reqUIred to help her overcome her
personalIty weaknesses and develop her mterpersonal skIlls

Most ofus have a good Idea ofthe strengths and weaknesses of each employee The data
we have on theIr day-to-day work helps us develop a clearer pIcture oftheIr capabIlItIes
and we are able to spot areas where Improvements can be made It IS at thIs pomt that we
WIll deCIde what we tlunk IS reasonable to achIeve m a developmental dIScussIon WIth
the employee We WIll make these Improvement areas mto specIfic ObjectIves Our
ObjectIves should reflect real needs When we determme what we need to accomplIsh,
we are gomg to have a better chance of gettmg some meamngful development

•

•

DISCUSS Improvement Needs
In a developmental dIscussIOn, we should concentrate on one, two, or three Improvement
areas If we try to cover too much and buIld a long shoppIng 11st, the employee IS lIkely •
to be overwhelmed It IS better to pmpomt an area or two where Improvement can be
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made That means we should take an overall look at the employee and decIde where the
Improvement Will have the most dIrect results One approach IS to consider the 28
dImensIons ofa Job and select specIfic dImenSIons to work on
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DIMENSIONS & COMPETENCIES BRIEF DEFINITION •

AchIevement OrIentatIon Focuses energy toward task and goal accomplzshment and
IS accountable for own actIons and theIr consequences

AnalysIs Identifies key Issues and relevant, cause-effect relatIonshIps from a base of
mformatzon

Customer OrIentatIon Identifies and antIcIpates customer wants and needs and takes
actzon to ensure customer satIsfactIon

DecIsIon MakIng Makes decIsIOns zn a tImely manner, wzth approprzate znvolvement,
reflecnng sound, logIcaljudgment on the facts and constraznts

DeleganonlDevelopment Uses the human resource effectIvely by developzng all
employees to theIr full potentIal and by delegatmg tasks to the approprzate level

EthIcs Alzgns oneselfto act ethIcally and morally zn all CIrcumstances, whIle under
standzng andpromotzng the value ofdIverSIty In employees

FleXIbIlIty Mazntalns effectIveness m changzng CIrcumstances by adaptzng style and •
managzng change

InformatIon Gathenng Asks approprzate questIons and actIvely lzstens zn order to
SOlICIt and understand InformatIon neededfor deCISIons or proble1"" solVI""g

Interpersonal EstablIshes and mazntazns approprzate relatIonshIpS by courage and
sensItIVIty m assertIve, cooperatIve behavIors

LeadershIp Works WIth IndIVIduals to create and achIeve the shared VISIon of the
organzzation through commItment

Measurement/Control Establzshes efftctive measurement and feedback methods to
ensure result achIevement and contmuous process Improvement

NegotIation Secures wzn-wzn agreements on deCISIOns and courses of actIOn by
successfully managmg agreement and conflzct

Oral CommuDIcatIOn Expresses zdeas clearly zn mdlvzdual and group sztuatlOns by
approprzate verbal and nonverbal methods

OrgaDlzmg Uses the structure, authorzty, strategIes, resources and systems of the •
organzzatzon or pOSl!IOn for efficzent goal accomplzshment
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PartIcIpatIon Works productzvely wzth other people to define and achzeve group goals,
wzth cooperatzve and congenzal relatzonshzps

Performance Management Provzdes pertznent feedback to others whzle recognzzmg
deszredperformance and correctzng deficzenczes

Personal ProdUCtIVIty Manages tzme and resources m approprzate prIOrItles to ensure
task accomplzshment as well as tzmely team contrzbutzons

PersuasIveness Uses approprzate persuaszve strategzes and tactzcs to gam understand
zng, acceptance or agreement on zdeas andplans

PlannIng Translates vzsIOn and goals znto relevant objectzves and accomplzshable plans
ofactzonfor selfand/or others

PresentatIon Presents zdeas effectzvely znformal settzngs, zncludzngpublzc speaking and
the approprzate use ofaudzo-vzsuals and demonstratIOns

ProactIvIty Employs orzgmalzty, zmagznatzon and creatzVity to make unsolzczted
zmprovements and to solve novelproblems

Problem SolvIng Identzfies, analyzes and resolves problems wzth actIOns that prevent
thezr recurrence and/or reduce thezr negatzve zmpact

Self Development Identifies own strengths and weaknesses and learns new knowledge
and skills to zncrease value to selfand organzzatzon

SpecIalIZed KnO"r~,rledge Uses relevant speczalzzed/professIOnal knowledge to make
technzcally correct deczszons about operallons and processes

Stress Management Mazntazns spzrztual, mental and physzcal wellness to cope
successfully wzth predzctable life andJob occurrences

Systems ThInlong Gathers znformatzon from stakeholders znszde and outszde the
organzzatzon and ensures that deczszons and actzons zmpact them approprzately

Team LeadershIp Leads teams to accomplzsh team tasks and goals by faczlztatzng
partnermg and synergzzzng

WrItten CommuDlcatIon Expresses thoughts zdeas and facts m wrztzng to convey
understandzng and to provzde effectzve documentatzon

The dIfferent dImensIOns hsted here, as examples, mIght make the determmatIOn of
Improvement needs seem comphcated In actual practIce, It really Isn't If asked at thIS
moment to lIst one area for Improvement for each of our employees, we could probably
do so We may not have any kmd of a formal dImenSIOn lIst or competency profile to
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compare an employee agaInst, but because of the mental pIcture we have of the person's
work, we can spot areas where Improvements can be made

Set ObjectIves
Settmg ObjectIves refers to determImng needs We should decIde, With the employee,
what IS reasonable to achIeve It IS usually better to establIsh a realIstIC ObjectIve than to
take on a larger Improvement goal ThIs way, the development can be a "success
expenence" for the employee and for us It makes It easIer to do It agam, the next tIme

The opemng ofthe dISCUSSIon IS Important msettmg the tone of the seSSIon As noted,
our attItude ofhelpfulness IS a cntlcal factor If our employees see that we are SIncerely
mterested m theIr development, tlus Will corne through A good practIce IS encouragIng
the employee to suggest how he or she feels about Improvements, and by encouraging
hIm or her to gIve examples

Often, we WIll feel uncomfortable about a developmental dISCUSSIon We need to keep
In mmd that the common ground between ourselves and our employees In the work that
they are dOIng We should feel free to dISCUSS the VarIOUS aspects oftherrJobs With them
It's a part ofour responsIbIlIty What's more, the employees WIll want to talk about theIr
work and wIll usually appreCIate our Interest It IS InterestIng to note that an employee
Will often be more cntlcal of hIm or herself (In a pOSItIve sense of the word) then the
supervIsor Will be

An Important pomt to keep In mInd 15 that when an employee bnngs up a way In whIch
she feels she should unprove, then we Will feel more open m dIscussmg It Ifwe start the
seSSIOn by lIstIng a number ofareas where we feel changes are appropnate, and ItemIze
how these changes are to be made, the employee may be taken aback and pOSSIbly could
become defensIve Therefore, by haVIng the employee start talkIng at the outset, we set
the stage It becomes a dISCUSSIon In whIch we are both Involved

Here are some addItIOnal POInts to consIder

o We need to consIder the Improvement ofgood performers Development means
more than Just lookIng for weaknesses, It also means helpIng a person to do
better, even those thIngs that he or she may already be dOIng well Those of us
who can turn the average performer Into an above-average performer Will have
dIscovered a key to success

o We should not be afraId to aIm for hIgh standards Improvement goals have to be
realIstIC and reachable, but asking an employee to stretch can have a pOSItIve
motIvatIOnal effect

o Whtle we Will do a lot ofhstemng, we should also reveal our own expectatIOns
Frequently, we try to be so tactful that the employee doesn't ever get the POInt
Development IS a gIve-and-take SItuatIon In whIch there IS honest exchange If
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we hold back, our employees may respond In land In addItIon, we should be
prepared to take suggestIons from our employees

o We may discover that some of our supervIsory practices need Improvement It
takes a mature person to react positIvely to these suggestIons from employees
The suggestIons that we make for personal Improvement should be worthwhIle
and related to the employee In terms ofhow these Will help hnn or her do a better
Job We aVOId plaYing the role of a Judge We are the coaches who want to help
our team members play a better game and thereby become more valuable
members of the team

o We Will need to obtaIn a commItment from the employee We Will stnve for an
agreement wIth the employee on areas for Improvement We Will get specIfic
about how the development IS to take place and what we are to do to make It
possIble (resource allocatIOn, tIme commItment, coachIng etc) ThIS leads to
greater commItment on the part of the IndIVIdual In hIs or her desIre to Improve

The whole process ofdIscussIon should conclude With specIfic developmental ObjectIves
that represent what the organIZatIOn needs and what the employee needs

The Career Discussion
In hIS book, How to Conduct Effective Inten-Iew, Walter Mahler gIves some good
gwdehnes on holdmg a career dIscussIon We've added some of rus work here

What IS a Career DISCUSSion
A career dIscussIon can be defined as a dIscussIon between a supenor anCi. a subordmate
about the latter's future It mIght be more accurate to say the dIScussIon IS about the
subordmate's future occupatIonal SItuatIon Let's put the career dIscussIOn m perspectIve
WIth other types of boss-subordInate dIscussIons

Performance management has to do With performance EmphasIs IS placed upon a
vanance between what IS expected and what IS bemg realIzed Both supenor and
subordmate engage m "problem solVIng the vanance "

CounselIng mtervIews have to do WIth an mappropnate behaVIOr or attItude The
behaVIOr could be mappropnate In terms of a negatIve effect upon performance, or In
terms of the rules of the orgaruzatIon Here agam, emphasIs IS placed upon both the
supenor and subordmate JOIntly beIng concerned about the mappropnate behaVIOr

What Career DISCUSSions should Accomplish
Career dISCUSSIons prOVIde the same JOInt opportumty In thIS case the subordInate has
certam "VIrtues" The orgamzatIOn has certam pOSItIons requIrIng a WIde varIety of
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"VIrtues" They may need the abdltles ofa subordmate m the near future, they may not
The subordmate IS also m competItlon With others The career problem can well be •
thought ofas a match ofthe subordmate to the reqwrements ofan aVailable posluon The
supenor can be of real help m asslstmg the subordmate to look at the reqwrements, to
look at the probablhtles of advancement, and to plan to achIeve as optlmum results as
possIble

A career dISCUSSIon can be consIdered successful when

1 Both supenor and subordmate share m a dehberate effort to be realIstIC about the
latter's future

2 The subordmate IS realIstIC about lus or her future

3 The subordmate establIshes future plans whIch are appropnate

4 The subordmate appreCIates the mterest and concern marufested by the supenor

Career DISCUSSion Prmciples
It IS partIcularly Important to thoroughly reVIew some career dIScussion pnnclples before
conductmg career dISCUSSIons

Almost All IndiViduals Have a Strong Concern About Their Future •
In survey after survey, employees at all levels of the orgaruzation report that It IS very
Important for them to have an opportunIty to advance Two out of three say It IS "very
Important " Only 6 percent do not say advancement IS Important It IS very rare that
mdiVIduals mdicated a lack of career concern

In dIscussmg factors Impacting upon satisfactory performance, we made mention that an
executive was responsIble for secunng results and, m the process, prOVIding for the need
satisfactlOn ofsubordmates Involved One need, common to most ofus, IS to progress m
one's chosen area ofendeavor Managers are certamly concerned about theIr careers So
are subordmates at each level ofan orgamzatlOn
ThIs concern means that It IS qwte unlIkely that we can aVOId career dISCUSSIOns for long
At some tIme, confrontation on career questions must be faced If advancement IS one of
the more Important needs ofour employees, then we must be skIllful m takmg thIS mto
account as we seek to motIvate performance and to retam capable personnel m the
organizatlOn

Managers Don't Want to Talk about TheIr SubordInates' Futures
In survey after survey, managers mdlcate that they would like to talk With theIr supenor
about theIr careers ThiS IS true at all levels of management Yet seldom, if ever, have
they had such a dISCUSSIon With theIr subordmates Why thIs strange paradox? Why don't
managers do unto others as they would have others do unto them?
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Several reasons probably account for tlus strange SItuatlon One IS a mIsconcepton about
what a career dIscussIOn IS Managers often expect subordmates to want to know
defimtely about theIr advancement oppOrtunItIes SInce they are eIther unable or
unwIllmg to be preCIse, managers aVOId haVIng a dISCUSSIon Other managers aVOId such
dIscussIons because they don't know how to do It m an effectIve manner In some
mstances, the SItuatlon IS a delIcate one Some managers are uncertaIn about theIr own
next move It IS even worse If they sense they are not gomg to move DIscussIOns WIth
a subordmate about the latter's future can certaInly be dIfficult under such crrcwnstances

Career dIScussIons are most lIkely to be aVOIded when the manager knows that the
subordmate IS not hkely to be able to move, eIther because of lack of OPPOrtunIty or
because of lack ofcompetItIve abilIties

It Is Not Necessary or DeSIrable to Tell IndIviduals About Promotion
Survey results were gIven to a top-level executIve They showed that each of hIs
subordInates wanted to have a career dIscussIon The executIve said, "Why, one man IS
64 What questIOns could he have? In any case, JIm not gOIng to tell a man he WIll be
promoted NeIther am I gOIng to tell hIm that he WIll not be promoted So, what would
we talk about? I don't thInk a career dISCUSSIon IS necessary "

The executlve well Illustrated the Importance oftlus pnnciple It IS not desIrable to tell
mdlvlduals they wIll be promoted untIl a decISIon has been made and the move IS

about to be made To prormse a promotlon IS dangerous, SInce final decIsIons are always
made at one or more levels above a gIven executlve The subordInate knows that the best
an executIve can do IS gIve a strong recommendatlon Ofcourse, subordInates would not
be dIspleased to be told that they WIll be promoted But, they would be greatly upset If
a prOmIsed promotlon went to someone else So we would argue that It IS not necessary
to tell IndJVlduals they WIll be promoted

It IS undeSIrable to tell mdIvlduals they will never be promoted Slammmg the door,
WIth finalIty, Isn't deSIrable It certamly doesn't help sustam motIvatIOn to contlnue to
perform well In addltlon, even though the odds are extremely long, an mdIVIdual should
be left WIth some hope OccasIOnally, we have seen surpnsmgly long odds eventually
corne through It IS also unnecessary to tell mdIviduals they WIll never be promoted In
the next pnnciple we WIll suggest that there IS ment m IndIVIduals begmmng to look at
the probabilItles somewhat realIstlcally It helps them plan theIr relatlonshIp WIth a gIven
organizatlon It also Influences one's external deCISIons pertaImng to such thmgs as
standard of hvmg, purSUIt of educatIonal Opporturutles, and retIrement

We have stressed two thIngs one need not do m a career dISCUSSIon ThIs stIll leaves
plenty of room to Implement the other career dISCUSSIOn pnnclples

A Primary Outcome Should Be an Increase In RealIsm
ThIS IS a most Important pnnclple It defines one cntlcal outcome to be achIeved m a
career dIScussIon The supenor Isn't tellIng subordInates they WIll or WIll not be
promoted The executIve IS assIstmg subordmates In lookmg at theIr career SItuatIOns In
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an ObjectIve manner, In a realIstIc manner

A subordmate can benefit from knoWing the reqUIrements and realItIeS of the job •
SItuatIon A supervIsor can share thIS knowledge, or With a subordInate, ferret out tlus
type ofdata Subordmates can benefit from an analySIS oftheIr assets

Here a supervIsor can do two thIngs
o Encourage subordInates to analyze themselves agaInst the job
o Help subordmates by sharmg lus or her own assessment ofpresent abIlItIes and future

opportunItIes

There are two other types ofquestIons whIch It IS dtfficult to be preCIse about How hkely
are opemngs gomg to occur? How tough IS the competItIon? If the supervIsor has some
basIS for prOVIdIng an mput on these two questIOns, fine Ifnot, tlus OppOrtunIty to aSSIst
the subordmate m bemg realIstIc WIll have to be passed

NotIce that tlus pnnciple puts the supenor and subordInate on the same SIde ofthe table
-both loolang, as realIstIcally as pOSSIble, at abIlItIes versus pOSSIbIlItIes, and abIlItIes
versus competItIOn

Career DISCUSSIons Are More Productive If They Precede Cntlcal DeCISIons
Trymg to talk calmly With mdIviduals who are upset because they have Just mIssed out
on a promotIOn Isn't likely to produce an objectIve or a productIve dISCUSSIon However,
Ifcareer dISCUSSIOns are aVOIded, then they mevitably take place at cntIcal deCISIon tImes •

So, an mvestment m career dISCUSSIOns should be made when cntIcal deCISIOns are not
Immment SubordInates who eIther have an opportunIty to go to a lugher level job, or
belIevp they have, can benefit from a career dISCUSSIon IndIVIduals who are not on top
of theIr current pOSItIOn WIll, of course, be gettIng perfonnance IntervIews, not career
dISCUSSIons IndIVIduals who are not likely to go further, and who have accepted thIS,
may only need a career dISCUSSIOn to aVOId obsolescence

A Career DISCUSSion IS Important WIthout PromotIon
A career dISCUSSIon can help IndIVIduals IdentIfy strengths early In therr careers so they
can begin to do somethmg about them These dISCUSSIons help assure a contInUIty of
talent and mcrease the lIkelihood of gettIng people to reach theIr optImum level of
effectIveness

Some observers ofbusmess organizatIons say that companIes promote indIVIduals up and
up, untIl they faIl (The Peter Pnnciple) Gomg one step too far can be a dIsaster for both
the indIVIdual and the organIzatIon Career dISCUSSIons can help IndIVIduals gracefully
accept the lIkelIhood that they aren't gOIng any hIgher It can help them gam other
satIsfactIOns, to offset the prospect of lImIted future progress

Career DISCUSSIons Are a Tangible IndIcatIOn of Concern •
If tIme goes by and no one talks to you about your career, the vacuum gets filled WIth
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anxIety You may assume you have no future At thIs POInt the grass may seem greener
somewhere else So-yom-one ana only career dISCUSSIOn may well be an-exIt intervIew'
Many managers have found that penodiC career discussions, particularly With ImpatIent
indIviduals, have resulted m theIr talang a longer tIme perspectIve One doesn't have
career dIscussIons Just to mIn1IDIZe turnover However, reduced turnover IS a "fallout"
benefit as often as not

Career dISCUSSIons whIch lead to self-development actIOn and to appropnate placements
and transfers can yIeld a dIVIdend for the mdividual and for the company So career
dIScussIons help the subordmate, they help the orgamzauon, and they help the supenor
Let's begm to do more of them and do them effectIvely'

Self Management of Career Development
Employees need to take charge of theIr own careers When done properly, thIs process
Will not only benefit the mdividual, but the orgamzatIOn as well

FIrst, let's understand that the effectIve development and use of the human resource can
be focused In eIther of two dIrectIOns 1) toward the mdlvldual competence of the
performer or, 2) toward the context of the Job We can successfully mfluence eIther or
both of these focal pomts, but we use dIfferent strategIes

IndiVidual Competence and Job Content
When we address our competence, we are addressmg our ABILITY to do the Job
Generally spealang, we do so WIth the Intent of ImproVIng some aspect ofabIlIty the
knowledge aspect, the skIll aspect, or the personal (attItude) factors that affect
whether knowledge and skIll are applIed to the Job

Most of us understand thIs focus ofdevelopment It generally mcludes TRAINING,
LEARNING, COACHING and PERFORMANCE FEEDBACK What we may not
understand IS that we can Influence JOB CONTENT (the actual tasks we do) so that
we can Influence our own attItudes We WIll address that Issue In thIs program

Individual Motivation and Job Context
Job context IS another matter When we address It, we are lookmg at
o Our PotentIal
o Our DeSIres and MotIves
o The Job Itself Its Opportumties
o OutSIde Influences

SInce we may have had lImIted exposure to these four factors of Job Context, we WIll
emphasIze all four of them In thIS seSSIOn of the program

We WIll try to approach each step from a very practIcal viewpomt We'll try not to
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mtroduce any theones or procedures that are not useful to your job We WIll try to learn
and practIce each skIll by VIeWIng It from a personal career-assessment Viewpomt

Job Context Is Culture
Smce job context IS culture, this program IS also about culture change In order for us to
see what culture change IS about, we WIll begm WIth a defIrntIOn or two

Edgar H Schem IS generally recogrnzed as the InItIator and expert m the fIeld ofstudymg
orgarnzatIOnal culture In lns book, OrgamzatIonal Culture and Leadership, he defines
culture as follows

Culture a pattern of basIC assumptions - mvented, dIscovered or developed by a gIven
group as It learns to cope WIth Its problems ofexternal adaptatIon and mternal mtegratIOn
- that has worked well enough to be consIdered valId and, therefore, to be taught to new
members as the correct way to perceIve, think and feel m relatIon to those problems

BenjamIn Tregoe and three co-authors, m therr book, VIsion m ActIOn, have helped us
convert ScheIn'S defmItIon Into a usable format They say

•

For our purpose, culture IS the pattern of norms, values, belIefs and attItudes that
mfluence mdIviduai and group behaVior WIthIn an orgaruzatIon These norms, values and
behefs ongmate WIth the founders ofthe organIzatIon and are further shaped and honed
over tune by succeedIng sernor executIves and other stakeholder groups These values •
filter down through the organIzation and are further refIned and modIfied m the day-to-
day pnontIes and actions ofall the managers and employees m the busmess They crrcle
back up the organIzatIon and reInforce and refine the thmkmg of sernor managers

We can summanze what culture IS and what It means to us m these key pomts

Culture IS what mamtams and reInforces the deSIred norms and patterns of behaVIor 
"the way we do thmgs around here "

Culture IS both a cause and an effect oforganIzational behaVIor

The culture of your organIzatIon today IS a reflectIOn of your chOIces about your own
behaVIor and your chOIces about whIch behaVIors of others you reward and punIsh
Culture can umfy an orgarnzation and proVIde the company WIth a competItIve
advantage Culture can also strangle you WIth habIts and values that no longer fit the
busmess enVIronment

The desrred culture emerges when all organIZatiOnal elements "fit" WIth one another The
bUSIness plan, the organIZatIon structure, the pollcIes, the reward system, commUnIcatIon
patterns and content, the work processes~and group and mdividual behaVIors must be
mutually remforcmg
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Members of the orgaruzatlon wIll test every deCISIon that IS made against theIr own
understandings ofthe deSIred culture How orgaruzatIOnalleaders respond to these tests
WIll determine whether the old-culture practIces are replaced or not

Hmckley and ASSOCIates, consultants who have been workIng WIth thIs subject,
define organIzatIOnal culture WIthIn four dImenSIons

Let's examine the four dImenSIOns

o SpeCIfic BehaVIors
Generally, we do not notIce the vast maJonty of behaVIOrs whIch we ourselves
and others exhIbIt InCIdents ofspecIfic behaVIors are notIced when they Include
or arouse strong pOSItIve or negatIve feelings These inCIdents are qUickly
Interpreted by those Involved, and by others who hear about them, to asSIgn
meanIng to what has happened The abIlIty to descnbe speCIfic behaVIOrs
accurately IS not a common skIll The mterpretatIons ofnotIced behaVIor are the
result ofhabItual ways ofthInlang, Inculcated by the orgamzatIOn's culture

o Patterns of BehaVIor
When we observe or hear about several inCIdents, involVing the same person or
group, whIch seem to be sirrular In some Important ways, we become aware of
a pattern of behaVIor Our thInkIng habIts lead us to slap over an accurate
descnptIOn of the pattern and convert It to a charactenstlc of the person or

- group Tms IS an atmbutlon-process whIch, for example, causes a manager to
be talked about as "autocratIC" or "partICipatIve" rather than as someone who
lIstens poorly or very well Once the attnbutIOn has been made, we tend to
Interpret subsequent inCidents as SImply confirmatIon of that attnbute, rather
than eXamImng them open-mmdedly

o Norms GUIdIng BehaVIor
Norms are unwntten rules whIch prescnbe the acceptable and unacceptable
patterns ofbehaVIor The norms prescnbmg unacceptable behaVIOr are usually
easIer to surface We have all had the expenence of vIOlatmg a norm unWIt
tIngly and recelvmg subtle or explICit feedback on our behaVIOr We learn the
norms dunng our early months as employees and "teach" them to others In many
ways They serve the Important purpose ofenforcing shared patterns ofbehaVIor
for all orgaruzatIOn members ThIs SImplIfies the task of understanding and
communIcatIng WIth each other At the same tIme, most cultures Include norms
that prescnbe analyzmg or cntlclzmg the orgarnzatIon, thus mamtammg the
status quo

o Fundamental Beliefs and AssumptIons
The fundamental belIefs and assumptIOns ofevery organIzatIOn are not "VISIble"
nor In the day-to-day awareness of organIzatIOn members The organizatIOn's
expenences With solVing Ill-defined and dIfficult SItuatIOns results In a learned
code ofconduct (at the level of nonns and patterns ofbehavIOr) for handlIng all
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sImIlar SItuatIons TIns learning occurs over tIme and IS passed on uncon
sCIOusly The pnncipies ImplIcIt In tlus code of conduct become the operatIve
belIefs and assumptions whIch form the heart ofthe orgamzatIon's culture They
prOVIde a conSIstent phIlosophy whIch governs thInkIng and actIon about
everythIng that affects or Involves people inSIde and outsIde the orgaruzatIOn
At the most fundamental level, these belIefs and assumptIons become
conVIctIOns about the nature of human beings In general and about the
charactenstics and dynamICS of human organIzations (or at least thIS one)

So we have a Culture We have belIefs, values, nonns and attItudes about how
to do things around here That IS the context m whIch we work

Empowerment
A key concept of an effectIve culture (context) IS that the culture empowers the
people In It But, what exactly IS empowerment?

JudIth F Vogt and Kenneth L Murrell tell us about empowerment In theIr book
entitled, Empowerment In OrganIZations

The deeper mearnng ofempowerment Involves a creatIve act that frees a person, a
group, an orgaruzatIon, even a total SOCIety, to behave In new ways Empowerment
prOVIdes options, degrees of freedom not allowed before It creates and IS created
by the concept Argyns (1982) calls double-loop learning In the fIrst loop,
empowerment breaks the frame that holds thmlang In one groove and asks us to
look fully and conscIously at our current aCtions and how they are affectIng us But
double-loop learnmg IS not SImply breakIng free to see or feel somethIng differently,
It IS also, m the second loop, takIng the responsIbIlIty to stay attuned to the i"i;s1.l1ts
of new behaVIors and processes and to cooperate With others In theIr further
development The Single-loop actIon IS less an actIOn than a reactIOn, to help
empower others Without also helping them see the consequences of theIr power IS,
In realIty, not to be empowenng at all

So m lookIng at the pIctures presented here, readers should conSIder how these
empowenng processes mIght affect them and therr orgaruzatIOns On the fIrst floor
are pIctures of empowenng methods focused on mdiVIdual managers The second
floor of the exhIbItIOn contains pIctures oforganIzatIonal empowerment On both
floors, pIctures are arranged In "rooms" that relate to the general forms and speCIfIc
actIOns empowerment can take educatmg, leading, mentonnglsupportmg,
prOVIding, structurIng, and actualIzatIon

The process of educatIng as an empowerment act takes advantage of FranCIS
Bacon's assertIon that InformatIOn IS power, prOVidIng Information to others IS

thus an empowerIng act Moreover, except In a zero-sum polItIcal world,
educatIon IS as benefiCIal to the manager and the organIzatIOn as It IS to the
indIVIdual, for well-Informed people create a more accurate pIcture of the SItuatIon
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and can make better busmess deCISIons Educatmg, of course, goes beyond sImple
mfonnatIOn shanng It also ImplIes helpmg others learn to use and effectIvely create
further, more useful InformatIon, With all the resultmg advantages to the organIza
tIon

The second form of empowerment IS effectIve leadmg LeadershIp that excites,
energIZes, motivates, and liberates others IS the essence of empowerment
Leaders whose ego strength allows them to empower others to exceed even theIr
own records help the organIzatIOn benefit from everyones' talents

Mentonnglsupportmg actIons can also help buIld another's competence and self
confidence ThIs form of empowenng IS generally more personal and IS based on
a closer emotIOnal attachment than leadmg The person who serves as a mentor
can also gam mcreased power from seemg others do well and from provldmg a
model of success for the orgaruzatlon When members of an orgarnzatIOn play the
mentor role for one another, the net result IS lIkely to be mcreased power for the
system as a whole

The fourth form of empowenng, called provldmg IS very often overlooked
Provldmg IS findmg and supplYing others WIth the resources necessary for theIr
success To empower a carpenter, one must prOVIde the best tools, to empower a
computer speCIalISt, one must prOVIde the latest m hardware and software Of
course, It IS not always pOSSIble to have the best and latest of everythmg, but It IS
clear that a company that mvests money m lImousmes for ItS executIves mstead of
m the best tools for Its employees has chosen not to empower Its workers A capable
person - even one With an educatIon, good leaderslup, support, and the power to
create a good product or servIce - IS lImIted by the resources aVailable

The fifth form of empowerment to be pIctured, structurmg, IS probablj tnt:: most
complIcated to explatn A person IS only as powerful as the structure wIll allow
him or her to be. All the partICIpatIve management m the world WIll not procure
an empowered orgarnzatIon unless the structure also allows for It In the Umted
States, for example, the ConstItutIon prOVIdes a structure ofempowerment for the
polItIcal system Although It may have faults, It can be Improved through
amendment (a double-loop process) Structurmg pnmanly pertains to organIZa
tional arrangements and procedures, but It can also pertaIn to an mdIvidual's Job
or work hfe Job descnptlons and speCIficatIOns can be empowenng structures If
they represent a good fit between the person and pOSItIOn and If they allow for
growth and development m terms of new and creatIve ways of empowenng

The final form of empowenng bUilds on all five of the prevlQus whIch come
together as the actualIZed spmt m whIch the mdividual performs at a hIgh level the
work he or she IS best prepared to do
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Participative Management is a Cornerstone
ThIs program IS also about one of the culture factors partIcIpatIve management
To understand thIS Important part of culture, we wIll borrow from Ruth Joffe's
work

What Is PartiCipative Management
It IS a style of managmg others wluch seeks to Involve and utIlIze the Wisdom,
talent, expenence, and dIverSIty of the entIre workforce to reach the busIness
ObjectIves It IS a move away from autocratIc practIces towards establIslung
collaboratIve workIng relatIOnslups or "partnershIps" With employees

o Assumes that everyone's Ideas can be valuable, regardless ofrank or expenence
o Means that IdentIfymg problems and pOSIng solutIOns Will lIkely happen

throughout the orgamzatIon, not Just at the top
o Means that mechanIsms and structures, winch allow good Ideas to

emerge, need to be planned or prOVIded
o Means that you Will have to InVIte Input and encourage people to tlnnk,

conSIder, and reflect on the Wisest course or best chOIce pOSSIble
o Means that employees who Will Implement or who Will be affected by

deCISIons, polICIes, and procedures should have a real opportunIty to
Influence them

o Means that employees have to learn that It's okay to give mput
o Means that you have to learn how to lIsten
o Means that "managmg the bUSIness" becomes every employee's responsI-

bIll,:'
o Does not mean that everyone must partICIpate equally
o Does not mean that everyone has to deCIde everythIng together
o Does not mean that everyone should or Will want to be mvolved m every

thIng
o Does not mean that your manager or supervIsor must relmqwsh lus or her

authonty
o Does not mean that no one IS accountable

And, a cntically unportant one
o Does not mean everyone gets hIs or her way'

Douglas McGregor, In The Human Side of Enterpnse, gIves us some
Important understandmgs ofpartICIpatIve management

PartICIpatIOn IS one ofthe most mIsunderstood Ideas that have emerged from the
field ofhuman relatIons It IS praIsed by some, condemned by others, and used
With conSIderable success by stIll others The dIfferences In pomt of VIew
between Its proponents and Its cntics are about as great as those between the
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leaders ofIron Curtam countnes and those of the Free World when they use the
term "democracy"

Some proponents ofpartlClpation gIve the ImpressIOn that It IS a magic formula
which Will el1IIllIlllte confuct and disagreement and come pretty close to solvmg
all of management's problems These enthusIasts appear to belIeve that people
yearn to partICIpate, much as children of a generatIon or two ago yearned for
Castona They give the ImpreSSIOn that It IS a formula whIch can be applIed by
any manager regardless ofhis skIll, that vIrtually no preparatIon IS necessary for
Its use, and that It can spnng full-blown mto eXIstence and transform mdustnal
relatIOnships overmght

Some cntics ofpamcipatIon, on the other hand, see It as a form of managenal
abdIcation It IS a dangerous Idea that Will undermlOe management prerogatIves
and almost certamly get out of control It IS a concept, WhIch for them, fits the
pattern of "soft" management exclUSIvely It wastes time, lowers effiCIency, and
weakens management's effectiveness

A thrrd group of managers VIew partICipatIOn as a useful Item lo therr bag of
managenal tncks It IS for them a manIpulatIve deVIce for gettmg people to do
what they want, under condItions which delude the "partlcipators" lOto thinkIng
they have had a VOIce m deCISIon makIng The Idea IS to handle them so skIllfully
that they come up With the answer which the manager had m the first place, but
behevmg It was therr own ThIs IS a way of "makIng people feel Important"
which these managers are qillck to emphasize as a SignIficant motIvatIOnal tool
ofmanagement (It IS Important to note the dIstmctIon between makIng people
feellIDportant and maklOg people Important)

Naturally, there are severe cntIcs of this mampulative approach to partICipatIon,
and they tend to conceive of all partICIpatIOn as takIng this form

A fourth group ofmanagers make successful use ofpartICIpatIon, but they don't
think of It as a panacea or magic formula They do not share eIther the unre
straIned enthUSIasm ofthe faddISts or the fears of the cntics They would flatly
refuse to employ partICIpatIon as a manIpulative sales deVice

Among all of these groups IS a rather general but taCIt agreement -mcorrect, I
beheve - that partICIpatIOn apphes to groups and not to mdIVIduals None ofthem
appears to '\ lew It as havmg any relatIOnshIp to delegatIon After all, It has a
dIfferent name' Many of the strong proponents of delegatIon have no use
whatsoever for partICIpatIOn

In lIght ofall this, It IS not surpnslOg that a faIr number of thoughtful managers
VIew thIS whole subject With some skeptICIsm

The effectIve use of partICIpatIOn IS a consequence of a managenal pomt of VIew
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whIch Includes confidence In the potentIalItIes of subordmates, awareness of
management's dependency downwards, and a deSIre to avoId some of the
negatIve consequences of emphasIS on personal authonty It IS consIstent WIth
Theory Y - WIth management by 1OtegratIon and self-control It consIsts basIcally
10 creatmg opportunItIes under sUItable condItIons for people to mfluence
deCISIons affectIng them That 10fluence can vary from a lIttle to a lot

It IS perhaps most useful to conSIder partICIpatIon 10 terms of a range of
managenal actIOns At one end of the range the exerCIse of authonty 10 the

decISIon-makmg process IS almost complete and partICIpatIon IS neglIgIble At
the other end of the range the exerCIse of authonty IS relatIvely small and
partICIpatIon IS maxunum There IS no ImplIcatIon that more partICIpatIOn IS
better than less The degree ofpartICIpatIOn wInch WIll be SUItable depends upon
a vanety of factors, IncludIng the problem or Issue, the attItudes and past
expenence ofthe subordInates, the manager's sIall, and the pomt of VIew alluded
to above

Let us suppose that a manager has made a deCISIOn wInch wIll affect Ins
subordInates The CIrcumstances are such that he feels that he cannot pemnt
them to share 10 malang tIns declSlon, but he IS concerned to have them accept
It WIth the best grace pOSSIble He mIght hold a dIscussIon In WhICh he would
mfonn them ofthe deCISIon and reasons for It, and gIve them an OppOrtunlty to
raise questIons about It HIS purpose would be to test the deCISIon to see If It IS
acceptable Ifhe finds that It IS strongly resented, he may be tempted to modIfy
It rather than to nsk the pOSSIbIhtIes that It may be sabotaged IfIt IS not strongly
reSIsted, Ins subordInates have at least had an opportunIty to understand why he
has made the deCISIon and to clarIfy any aspects of It wInch are obscure Such a
dISCUSSIon as t..lns - when held under CIrcumstances that permIt genume
mteractIon - mvolves a lImIted degree of partICIpatIOn

A slIghtly dIfferent SItuatIon mIght arIse when a supenor, haVIng made a
deCISIon, would dISCUSS WIth hIs subordmates the best way of unplementmg It
Often the ImplementatIon of a deCISIon can occur In VarIOUS ways, and It may
make relatIvely httle dIfference to the supenor wInch of these alternatIves IS
chosen, so long as the deCISIon IS carned out The subordmates can have a VOIce
m tIns matter wInch under some CIrcumstances can be qUIte Important to them
Such a SItuatIOn Involves somewhat more partICIpatIon

A tblrd example InvolVing still more P8.J..-i-Uclpat!on wOuld be the SItuatIon m
WhIch the supenor dIscussed a pendmg deCISIon WIth hIS subordmates before
makIng It final Under these condItIons he would be ready to consIder modIfyIng
Ins proposed deCISIOn or Substitutmg another for It, dependmg upon the
conSIderatIons wInch arose In dISCUSSIOn The deCISIon would stIll be hIS to
make, but he would make It In the lIght of the dISCUSSIon

A stIll greater degree of partICIpatIOn would be Involved If the supenor were to
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present to lus subordmates a problem facmg lum WIth the request that they help
mm find the best solutIon to It He would not necessanly commit lumself m
advance to acceptmg any solution agreeable to them, but the understandmg
would be that 1fthey could find a solUTIon wluch he felt to be workable he would
accept It

Fmally, there are some situatIons m wmch It IS a matter of relatIve mdlfference
to the supenor whIch of several alternatIve deCISIons are made These may be
ones m wluch management has only a small stake and subordmates have a large
one Under these conditlOns the supenor mIght say to lus subordmates, "I Will
accept any deCISIon whIch IS agreeable to you "

Any of the above examples could occur at any level of an orgamzatlon
ParticipatlOn IS not confined to the relatlOnship between a first-lIne supervIsor
and ms workers It can occur between a preSIdent and hIS executIve comrmttee
Moreover, smce there are many managenal deCISIons WhICh affect a smgle
subordmate, It IS equally applIcable to the mdlvldual or to the group The kmd
ofpartICIpatIOn whIch Will be utIlIzed Will vary dependmg upon the level ofthe
orgamzatlOn as well as upon the other factors mentIoned above

The supenor who IS consldenng the use ofpartlcipatlOn Will examme ms
strategy and the reasons for It m advance IfhIs subordmates are unaccus
tomed to havmg any mfluence on deCISIOns affectIng them, he Will be unlIkely
to present a major Issue to them on the frrst occasIon, or to gIve them com
plete freedom of chOIce He Will be careful to mdIcate clearly the lImIts WithIn
wmch he IS prepared to have them mfluence the declSlon In makmg use of
partiCIpaTIOn under these CIrcumstances, he recognIzes that he IS begmmng
what mav be a lengt.1.y process of growth and learmng for hIs subordmates,
and for hImself as well He Will plan to have them learn to crawl before they
attempt to walk or run

Smce one of the major purposes of the use ofpartIcIpatIOn IS to encourage the
growth ofsubordInates and therr abIlIty to accept responsIbIlIty, the supenor Will
be concerned to pIck appropnate problems or Issues for dIscusslOn and deCISIOn
These Will be matters ofsome SIgnIficance to subordmates, otherWIse they Will
see lIttle pomt m theIr

Of course, there are some nsks connected With the use of partICIpatlOn All
sIgmficant managenal actIVITIeS mvolve nsk, and tins IS no exceptIon The usual
fear IS that Ifemployees are given an oppOrtunIty to mfluence deCISIOns affectmg
them, they Will soon want to partICIpate m matters wluch should be none oftheIr
concern Management who express thIs fear most acutely tend to have a very
narrow conceptIon of the Issues whIch should concern employees If manage
ment's concern IS WIth the growth of employees and theIr Increasmg abIlIty to
undertake responsIbIlIty, there Will of course be an expectatIon that employees
Will become Involved 10 an 10creasmg range of decisIOn-mak1Og actIVItIes
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In any event, there are now so many Instances of the successful use OfpartICIpa
tIOn whIch has not In any dIscernIble way weakened management's abIlIty to
manage that I can see lIttle basIS for anxIety over the Issue of management
prerogatIves The only conclUSIon I would draw IS that the management who are
pnmarIly concerned to protect theIr power and authonty had better leave the
whole matter alone

It IS apparent that partICIpatIOn m the tenn dIscussed above IS qUIte consIstent
With the general theoretIcal approach of tlus whole volume In VIew of the
mterdependence charactenstic of mdustnal orgamzatIOns there IS reason for
modIfymg the typICal umlateral nature of the deCISion-making process
PartiCIpatIOn, used JUdICIOusly, and ill many dIfferent ways, dependmg upon the
CIrcumstances, offers help along these hnes It IS a process whIch differs very
lIttle from delegation m Its essential character In fact, partiCIpation IS a speCIal
case of delegation 10 whIch the subordmate gams greater control, greater
freedom ofchOice, With respect to hIs own responsIbilIty The Ideas mvolved In
these two concepts are not mutually exclUSIve, but complementary PartICIpatIOn
IS not a panacea, a manIpulatIve deVIce, a gunmIck, or a threat Used Wisely, and
With understandmg, It IS a natural concormtant ofmanagement by mtegratIon and
self control

Now, how does all of thIS tie together for our diSCUSSion of DELEGATION
and DEVELOPMENT?

An orgamzatIOn's culture IS the shared understandmg ofan orgamzatIon's
employees how we do thIngs around here These belIefs, values, nonns and
phIlosophIes determme how thmgs work They define expected standards of
behaVIOr, speech, presentatIon of self and "shoulds "

Corporate Culture and Career Management
Career management IS the process of assessIng and matchIng mdIvldual and
organIzatIOnal needs and goals, present and future Through mcreased self
awareness and knowledge ofa range ofcareer OptiOns (beSIdes upward mobIlIty)
employees become more actIve 10 developmg and ImplementIng realIstIC career
goals Self-managmg employees who are enthUSIastiC and productIve workers
mcrease corporate profits

Career development IS the other halfofthe career management equation Wlnle
much IS wntten about mdividuals' career management responSibIlIties, the
lIterature has had lIttle to say about the Impact of culture and the InclUSIOn
phenomenon Career development books and semmars teach valuable technIques
for Identlfymg SkIlls, analyzmg mterests, values and needs, establIshmg career
goals, and planmng strategies to reach those goals Trammg and development
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professiOnals have placed most of theIr energIes 1Oto assessing and matching
employee SkIlls, knowledge and abIlItIes With the Job competency needs and
future reqUIrement of the organIzatIon We have not gIven enough attentIon to
the other cntIcal match that affects career success An indIVIdual employee's
motIvations and personalIty With that of the organIZatIon's culture

When a "mIsmatch" occurs, an employee may not be able to accomplIsh hIS or her
Job tasks and WIll have httle chance of "inclUSiOn "ThIs often results 10 confusiOn,
frustratIon, loss of morale and decreasing work effectIveness But, a cultural
mIsmatch does not mean that all IS lost Some people intUItIvely decode cultural
cues, others need asSIstance In understandmg the normatIve expectatIons of the
organIZatIOn People can and do adapt to cultures, Ifthe mlsmatch IS not too severe
Although It IS the nature of culture to allow for a certain amount of latItude and
eccentncIty, Ifthere IS a severe mlsmatch, attempts to alter behaViOr to fit the culture
may not be deSIrable The change may be too enormous to achIeve and may cause
senous stress A change m functIonal culture would be a more effectIve strategy An
employee who IS a mIsfit In one pIece of the organIzatiOn mlght be a perfect fit m
another

An understandmg ofthe relatlonslup between mdIVIdual motIvatIon, culture and the
phenomenon of mclusiOn IS cntIcal to your abIlIty to be effectIve m your organIza
tiOn

How Effective Are You
o Are you sensItIve to the nuances of culture 10 your orgamzatIOn? Are you

desIgnmg and dehvenng programs and servIces that meet the needs ofdIfferent
functIOnal cultures m the organizatIon?

o Are you helpmg yourself by assessmg and understandmg what you want and
need?

o Are you helpmg the organizatIOn to understand the Impact of cultural expecta
tions on your Job effectIveness?

o Are you helpmg to match Job content to your VIrtues?

o Are you helpmg change the culture the context of the work?

And what about your overall career? StrategIzmg for career success (by whatever
your personal definitiOn), IS lIke a game the organIzatIon IS the game board, you
must decode the rules to play the game successfully When you do, not only Will you
succeed, but your orgamzatIOn Will succeed as well

Your ResponSibIlitIes
Every employee, by accepting the pOSItIOn, IS charged WIth some responSIbIlIty for

145



effectIvely usmg theIr tune and talent to aclueve the organIzatIOn's goals and fulfill
Its mISSIon ThIS responsIbIlIty necesSItates that you do several thmgs

o IdentIfy or learn the mISSIon and purpose of the organIzation,

o AcqUIre or establIsh the goals,

o Translate goals mto speCIfic tasks or programs,

CJ IdentIfy the reqUIrements ofknowledge, skIll and attItude that the tasks reqUire
(the present and future Jobs of the organIZatIon),

CJ Determme If you have the reqwred knowledge, slalls and attItudes,

o Implement ways of overcommg any defiCIenCIes you have whIch lunder or
prevent you from fulfillmg your functIons

Do You Fulfill Your ResponSIbilItIes
Ifyou do, then thIS effort will not be VIewed by you or your organiZatIon
as "orgamzational dIsloyalty" or "sabotage"
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Peiformance Management
TIns module IS about Performance Management (PM) PM IS the process we use to manage
the work done by others m an effective and effiCient manner Most often the work performed
by the people we are responsible for can be descnbed as a senes ofactIOns and results The
actions taken and the correspondmg results are called "tasks" We can better understand tasks
and the way work IS performed, If we break them down mto some component parts We'll
use a "task mangleII as a model to Illustrate the functions necessary m any task
production task, dlstnbutlon task, office task or managenal task

The Task Tnangle
A Task mangle has three dlstmct parts

• Someone has to deCide what task to do and arrange the necessary resources (plan and
Orgamze It),

• Someone has to do It (perform It),
• Someone should check to see that the results are consIstent With what was wanted (Check

& Report It)

If we perform an actIVIty WithIn our own Job responSIbIlIties, we may handle all three
functIOns ourselves Without gIvmg them much thought If, however, the task mvolves
asSIgnments or delegation or contractmg to a subordmate, we have to consIder the new
relationshIp

o W111 the subordmate perform It and I check the results?
o WIll plannmg be aJomt process before the subordmate performs and I check?
o Do I expect the subordmate to take the InItIative for handlmg the whole thIng and

reporting results?



o Is some other arrangement appropnate perhaps mvolvmg other managers or mter- •
nal/extemal customers?

The added factors ofthe Manager-performer relationshIp bnng compleXIty to the otherwIse
SImple process Let's see how thIs complexity affects us and our organIzations

Creating A System for Satisfactory Performance
It only reqUIres a momentary reVIew of basic "managmgll pnnclples to realize that the
performance of our personnel IS qUIte dependent upon how clearly we have defined WHO
IS to do WHAT We can amphfy that pomt by showmg how the Task Tnangle fits the typiCal
Manager-performer relationship To do so reqUIres that we Isolate each stage, m sequence

Establishing Performance Expectations
The "plan & orgamze l1 step oftask completion must clanfy what IS expected Typically, thIs
means proVidIng answers to some questions which are likely to anse m our mmds and m the
mmds ofour people

The Manager's Perspective
We are gomg to need answers to questions like these

to What are my goals?

to What has to get done?

to What are the pnontles?

to Who Will be mvolved?

to What coordInatIOn IS needed?

to What commumcatIon IS needed?

to When It comes to a subordmate's performance, how good IS I1good enough?"

to How good do employees have to be to rate I1sansfactory?11

From The Employees' Perspective
The questions that have to be answered m thIs stage are much more personal They all stem
from the basiC question What IS expected of me? The detaIled questlons mIght resemble
the followmg

to What are my responSibilIties, dutIes, actIvltles or accountabllItles?
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~ What end results are expected ofme?

~ What are the pnontIes? Why?

~ What are the standards, cntena and rules?

~ What does It take to satISfy the Manager?

~ WIll pleasmg the Manager also please the orgamzatIon?

~ WIll these results please our customers?

~ What happens If I achIeve the goals?

Each questIon that IS answered satIsfactonly WIll mcrease the clanty of expectatIons for
performers Each questIon left unanswered WIll be an area m whIch the Manager, performer
or both WIll guess or use tnal-and-error Such a process reduces the odds of gettIng
satIsfactory performance

Making Performance Possible
Let's look at the performance stage from both of the perspectIves We WIll assume that
expectahons are m place Then, when It comes to actual performance, Managers and
performers have some new concerns whIch reqUIre answers

The Manager's Perspective
As managers, we are lIkely to worry about answers to queshons lIke these

.. How do I get my personnel to perform?

~ What procedures and methods do I want them to follow?

~ How do I approach them?

.. How do I develop theIr knowledge and skIlls?

~ How do I motIvate them on a contmumg basIS?

~ How can I mfluence them to do what needs to be done?

~ How do I Identify whether the Job IS proceedmg sansfactonly?

.. What do I do If! am not gettmg the deSIred performance?

Our Employees' Perspective
Our personnel are more lIkely to VIew theIr performance of the Job from a pretty narrow
"how to-can do" pomt-of-vlew The questIons that warrant answers WIll lIkely relate to the
follOWIng

3



... How do I perform myJob?

... What must I be able to do?

... What procedures and methods must be followed? Why?

... How can I tell If I'm domg okay?

... How can I 1Il1prove my performance ablhtles?

Answers to the perfonnance questIons are an ongomg concern Each day IS a new challenge
for satisfactory performance that Will meet the expectations Satisfactory performance IS
possible only when there are satisfactory answers to the concerns of both managers and
employees

Providing Performance Feedback
At some pomt, either the performance or the results of performance have to be checked
agamst the expectations The reasons for checkmg are somewhat chfferent between Manager
and personnel although both will see the same need to "take stock" ofwhat performance has
achIeved

•

•

The Manager's PerspectIve •
As far as we are concerned, the reason for checkmg can be summed up m a questIon relatmg
to "bottom lme" did we achIeve the needed results? Ifeverythmg pomts to a "yes" for thIs
questIon, httle else would seem to matter However, there are two possIbIlIties whIch create
the need for askmg and answenng some more questIons Ifresults are satisfactory, we Will
want to know what was done to achIeve them m order that such satisfactory results can be
repeated If results are not satisfactory, we Will want to pmpomt the cause and Identify a
solution for thIs problem The related questions mclude

... How and when do we check?

... What financial results were achIeved?

... What level ofperformance does thIs represent?

... Were our performance expectations adequate and appropnate?

... If not, how should they be changed?

... Was performance adequate and appropnate m all other ways?

... If so, what recognItion or reward IS appropnate?

... If not, what correction IS necessary?

... What problems eXist?

4
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~ What are theIr causes?

~ How can deficIencIes m results be remedted?

~ How can deficIencIes m results be prevented In the future?

~ Can the tunmg or method of "checkmg & reportmg" be changed to detect problems and
adjust performance to correct them sooner?

Our Employees' Perspective
Our employees are hkely to be somewhat more personal With questlons hke these

~ How can I tellifI have done well?

~ What parts ofthe Job dtd I do poorly?

~ What's m It for me as a result ofmy performance?

~ What are my future posSlblhtles now?

~ Where do I stand In the eyes of my Manager?

~ What has to change? Why?

It should be eVident that the checkmg and reportmg process Will serve as feedback that Will
alter future expectatlons, or performance, or both In other words, there IS a cycle from
expectatIons, through performance to feedback As the feedback becomes more and more
accurate and tImely, the whole process moves closer and closer to contInwng satIsfactory
performance from all personnel who are responsIble for the orgamzatlon's results

When Should a Performance Management System Be Used
Now, a very Important pomt needs to be made
Thts system, Performance Expectations, to Performance and Performance Feedback,
needs to eXist m all Manager-to-Personnel relatlonslups The questIOns are there whether
they receIve attentIon or not and whether they get satlsfactory answers or not The key to
good performance IS to exphcltly address the three ingredIents

Achievmg SatIsfactory Performance
It IS not enough that we consIder our own questIons m IsolatIOn We must consIder the
questlons and the needs of our employees SImllarly, our employees need to see each
ingredIent from our VIew as well as theIr more personal SIde, thIs leads them to define
appropnate levels of lwtlatlve The most Important reason for exammmg both SIdes of the
Issue IS to determme what can be done to msure that our expected results are aclueved
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Expetta!Ions
\InkJlOWI1 To
The Boss

Get Agreement and UnderstandIng On ExpectatIOns •
Frustranon IS hIgh and motIvatIon IS low when perfonners are not sure what we expect them
to do m fulfillmg therrJob or contract responsIbIhtIes The questIons center around the range
ofresponsIbIhtIes, the amount ofauthonty they have to act on therr own, Job pnontIes and
the standards ofqualIty and seI'V1ce expected

One ofthe pnmary purposes ofa posItIon descnptIon,Job descnptIon, or contract IS to clanfy
the responsIbilIties of the performer However, It IS difficult to keep such descnptIons
up-to-date and comprehensIve enough to encompass the day-to-day dynamICS ofa pOSitIOn
Furthennore, descnptIons on paper cannot really define many ofthe methods ofperfonnance
measurement

Regular face-to-face exchanges are necessary to transmIt a clear pIcture of expecta
tIons
The sIgnIficance ofthe problem can be Illustrated by two SImple dIagrams Our VIew of the
Performer's Job responsIbIlItIes and the Perfonner's VIew of hIs or her own pOSItIon are
represented by the vemcallmes on the outsIde of the dIagrams In DIagram 1, the area of
responsibilIty "know-and-agreed-to" represents a lIttle over twenty percent of the total ThIs
IS too low and yet we see tlns relatIonship develop m orgamzatIons that are not attendmg to
perfonnance management m a structured way In the manager's eyes, the perfonner WIll be
workmg on the wrong thIngs The performer Will be wondenng why we are upset or why we
don't define more clearly what IS wanted We often refer to these as "commuDicatIons" •
problems In the absence ofa means to mtegrate our perceptIons With those ofthe perfonner,
the problem Will persist

I
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What IS needed IS a sltuanon as Illustrated m Diagram 2 on the next page The
"know-and-agreed-to" area IS almost 80 percent A good meetmg-of-the-mmds IS mmcated
between the Manager and the perfonner Even though total agreement does not eXIst, there
IS usually not a problem as long as some cntIca! responSibilIty or hIgh pnonty task IS not
Involved In the unknown or dIsagreement areas
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We should notice that thIs process of face-to-face exchanges does more than clanfy our
employee's expectations It also enlarges our perception about the employee's "real world"
and the employee's perceptions about us Advances made here m seemg each other's VIews
WIll ease commumcatIon problems

Make Consequences Evident
Our employees' expectations about the nature and the extent of the rewards aVallable are
unportant to then motIvatIon They want a clear-cut Idea of what they can work toward
Other concerns mclude what a person has to do to get a raJ.se m salary rate, or how to ment
lllgher responsIbIlItIes In additIon, responsIbilItIes themselves may also be VIewed as a
reward Certam types ofperformance cany more prestIge than others, or a person may slmply
be eager to enlarge his or her personal slo11s Sometlmes, mvolvement m or full responslbl1
Ity for deCISIOns can be a reward to those who have the lnltIatIve

From our VIew, we may need to explam to all employees what can realIstIcally be expected
m the way of compensatIon, work asSIgnments and promotIons or opportunItIes It may
mvolve lettmg them know what It takes to get there and showmg them that they have a lot
to do WIth then own career development

Explammg what personnel can expect also neceSSItates talkmg about the consequences of
non-performance or poor performance Whatever correctIve actIons we may use, we should
make exphcIt There should be no surpnses about coachmg, correctmg, dIscIplme or
termmatIon All personnel should be conditIoned to expect accurate feedback, good or bad,
as therr performance warrants Knowmg the consequence can serve as a valuable steenng
deVIce m preventIng unsatIsfactory performance

When Should Expectations Be Shared
MakIng expectatIons explIcIt mvolves two-way conversatIons m wInch the PERFOR
MANCE EXPECTATIONS, PERFORMANCE and PERFORMANCE FEEDBACK
mgredients are covered

These conversatIons should take place under several cncumstances

~ When our relatIOnship IS first estabhshed (I e A new employee IS hlred or an eXIstIng
employee IS promoted)

7



.. When our expectatIons change or the organIzatIon's expectatIOns change

.. When the performer shows concern about what IS expected

.. When the performer's results do not meet our expectatIons

.. When the products, Job procedures or methods change

.. As a regular control process to compare expectatIons and to correct nnsunderstandmgs

... When apphcatIon ofrewards, recogmtIon or correctIve actIon seems appropnate

There needs to be an ongomg relatIonslup between managers and therr personnel to gam a
meenng-of-the-nnnds on what IS expected By domg tins, we get them to do what we want
and they find out what It takes to do the job, and to please us at the same tIme

•

Important Factors About the PM System
The Performance ExpectatIons to Performance to Performance Feedback Model mdIcates
some Important pomts Fmt, and most Importantly, IS the Idea that the performance system
IS dIrected toward accomphslung poSItIve results As we and our personnel look forward, we
set om SIghts on what IS to be accomplIshed (m as exact terms as pOSSIble) Then, we
establIsh how these results are to be aclueved and the responsIbl1Ity each of us has toward •
acluevement In addItIon, we set checkpomts and standards along the way so that when a
vanance occurs, adjustments can be made ThIs process (lookIng ahead) goes a long way
toward lDSunng that the deSIred results wIll become reahty

The second factor mmcated by the model IS that It IS a jomt-venture It IS not a matter ofus
"domg ItII to our personnel Both we and they have a great deal at stake The process,
therefore, mcludes understandmg, agreement, trust and honest effort from both SIdes - all
along the way WIth a dIalog (not a monolog) between us and our personnel, there can be no
IIsurpnseslI when performance feedback tune comes around It Isn't a matter of "guessmg
what the final score WIll bell because both parties have a copy of the IIscorecard" (the
expectatIons and standards to measure progress) And, progress IS measured along the way,
usmg performance management system tools

The third pomt IS more plulosoplucal Properly applIed, performance feedback IS an
opportumty for us to clanfy the IIwntten or unwntten contract ofperformance,II so that all
employees mcludmg us benefit from workIng together m order to produce, dIstnbute, sell
and servIce our energy products m an effiCIent manner

•8
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Performance System Requirements
EXERCISE #1:
What are the necessary elements ofa good, perfonnance feedback system from a manager's
perspectIve?



Performance System Requirements

EXERCISE #2:
From an employee's pomt ofV1ew, what are the necessary elements ofa good perfonnance
management system?
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EXERCISE #3

1 Descnbe how you found out what your orgamzatIon expects of you m your present
posItIon

2 What would you change about the method used to commumcate expectatIons to you?

3 How do you convey your expectatIons to your employees?

11
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Defining ExpectatIOns
If an orgamzatIon IS gomg to be all that It can be, everyone must perform at peak efficiency
Employees must know and understand what the orgamzatlon expects Once expectatIons are clear,
employees help the organIZatIon achIeve Its mISSion through accomplIshment ofdepartmental, group
and personal goals

Bow Do Employees Know What to Do
Management must reveal Its expectatIons to employees through a structured method We belIeve thiS
process can best be descnbed through a five step process descnbed by the acronym GOALS

Shanng G-O-A-L-S The objectIve ofthe GOALS process IS to define, as clearly as possIble, what the
organIZation expects from each employee, and what employees can expect from therr teammates The
GOALS process should answer questIons such as •

~ What should each employee be tryIng to accomplISh?

~ What should each employee be strIvmg to achIeve?

~ Each employee should have clearly defined targets on whIch to focus hls/her efforts

~ Targets are goals that are to be attamed wlthm a speCIfic tIme frame

The GOALS process permits us to breaks these targets mto pieces we can digest qUite easIly
G - General Goals
o -ObjectIves, Specific
A - ActIVItIes, Routme
L - Long-term Programs or Projects
S - SpecIal ASSignments

Gomg one step at a time, we can fmd these Items m our job SituatIOns

G - General Goals
To determIne an employee's goals, we must consIder several factors FIrst, we Will conSider the
specIfic responsibilIty for goal achIevement that IS assigned by the organIZatIon's management Such
goals should be explICIt Goals employees are gomg to be held accountable for must be Identified and
documented m a Performance Plan Identification should appear In the "Performance Objectives for
the ComIng Year" •
All such goals should be as speCific as pOSSIble and measured by quantifiable or quallfable standards

13
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o - Objectives
Results are best achIeved when deCISIons, actions, and activities are guided by objectives that are
clearly stated and understood Employees need to know, understand and commit to accomplISh theIr
objectives

Each employee needs to thmk through the purpose ofhIS or her positIons and ask, "What end results
should I be stnvmg for?" Such objectives should be speCIfic and measurable There needs to be
agreement between employees and the management ofthe organIZation on what an employee plans
to accomplISh DISCUSSIOns should produce understandmg and InSight mto each other's responSIbilIties
ObjectIves must be stated m a way that spells out these benchmarks, so there IS a method for
evaluatmg what IS happenmg

Objectives should work for us This means that we look at objectives as "tools" that we use 10

dlrectmg the efforts of Employees m the organIZation A good performance objective will meet a
number ofstnngent requIrements to be useful Thmkmg m terms ofresults first and actiVitIes as the
means for achlevmg results IS a matter of condltlonmg one's mental processes ThIs may be the
toughest part m gettIng launched properly mthe objectlves~based approach to evaluation But unless
our objectives tell us what result should occur, they won't do the job for us

BeSpecdic
Objectives have to pamt a perfectly clear pIcture ofwhat results are gomg to look lIke To atm for "a
more effiCient operation" pomts to nothmg m partIcular Reducmg scrap reqUIres a speCIfic figure

Pomt to Method of Achievement The ActIon ReqUired
If our objectives are well developed results onented, specIfic, realIstIC, etc they Will pomt to what
must be done to achIeve them ThIs prOVides the guldelmes for the "how"

14



SettIng PnontJes

How do your orgamzatlon's professIonal employees establIsh prIOrItIes In theIr Jobs?

What events or Issues can alter the prIOnties establiShed for Job holders?

15
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State PnontIes
Some thmgs are more unportant than others Some thmgs are more tmmechate PnontIes are essentIal
for the sunple reason that we may need to make chOIces on where tIme wIll be spent and what needs
to be done first, second and so on

ProVIde a BasIS for Measurement and EvaluatIon
Unless we agree upon clear benchmarks, there IS no basIS for evaluatmg progress as we go along We
can't walt untIl the end ofa project or the end ofan accountmg cycle to see what has happened We
need checkpomts at VarIOUS stages to make sure that what ends up has met the vanous targets and
cntena

Generally, ObjectIves are better and more useful when reduced to quantItatIve terms It IS better to
target on a 10 percent reductIon m cost rather than merely state that costs should be reduced It IS
better to state that aJob IS to be achIeved wlthm a certaIn speCIfic tIme frame rather than say It should
be completed "as soon as possIble" However, some parts ofthe job do not lend themselves as easIly
to objectIves m terms of specIfic figures There IS nothmg wrong With qualItatIve statements as long
as they are stated m specific enough terms for us to be able to evaluate progress

AssIgnmg WeIghts to Objectives
Vanous weights can be assIgned to Performance ObjectIves WeIghts should reflect several factors
We can rely on the method we use for settmg pnontIes to determme weIghts for objectives, goals and
long and short term assignments The weIght ofeach Item mcluded m thIS section must be assigned
at the tune the ObjectIve IS assIgned The followmg factors should be reflected m our welghtmg
process

o Importance RelatIve to typIcal AccountabIlItIes
o Urgency TIme and Tune responsIveness
o Sequence Done In lIeu or after normal duties as tIme permIts

A - ActiVities of A Routine Nature
Employees perform a multitude of routine dutIes each day StudIes In thIS area conclude that
Employees perform hundreds oftasks each year WhIle Employees do so much, many ofthese dutIes
are sundar The performance ofthese sunIlar activItIes and dUtIes are a SIgnIficant measure ofpersonal
and profesSIOnal achIevement for Employees It IS Important to SImpltfy such a lIst of total duties
performed by Employees to those that are performed by IndIVIdual Employees

DeCIdIng WhICh of the actIVItIes IS more Important IS a Judgment based on the purpose of each
employee We need to keep an eye on how each activity fits mto the total responsIbIlIties
To make certam Employees are domg the nght thIngs, we use a sunple three-step process

•
STEP I

STEP 2

STEP 3
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Employees should reVIew therr POSItIon Descnptlon and all other relevant documents

Employees group and then pnontlZe the actIvItIes m some form of rank order From thIS
process 5-8 pnmary actIVItIes ofthe Job wIll be IdentIfied

Employees meet With Managers and reach agreement about the "PosItIon ReqUIrements"
ofthe job and WhICh are the more Important These Items are documented m SectIon "A"
(POSItIon RequIrements)



L - Long Term Projects •
There are tunes when employees do tlllngs that are not part oftheIr routIne Job Ifthese projects are
sIgmficant, we must consIder them m the Performance Plan Long-term projects may requIre speCIal
consIderatIon CommItments must be defined so that everyone understands what IS mvolved In such
projects As guideimes for our conSIderation, we need to look for any project or task force which
meets all ofthe follOWIng cntena

Non-routme The activity mvolves actIvItIes or actiOns which are not normally a part of the
mdlvldual's Job

Comcldent The project IS done at the same tIme as routIne duties and does not replace the
employee's routme duties It IS above and beyond regular dutIes

Long Term The project extends beyond one performance-review, accountIng or budgetIng cycle
so that It cannot be assessed by penodlc end results or budget VarIance

SignIficant The project OCCUpies a SIgnIficant amount ofthe mdlvldual's tIme In other words, the
employee's performance In the project can be shown to represent a SignIficant part
ofthe total Job

We will want to Identify, qUite speCifically, the Involvement of any employee In long-term projects
or task forces We will want to reach an understandmg ofhow It affects routIne duties and the overall
expectations that the organIZatIon has regardmg performance We will also want to make certam that
the organIZatIOn should be domg thIS actiVity Our test should be how thIS effort supports the •
organIZation's mterest

S - SpeCial ASSignments
There IS one final category of expectations which penodlcally occupies our tIme and energy ThIS
category mvolves special assignments Such assignments may be made m additIon to regular dutIes
for a short penod of tIme These Items must also be evaluated If SignIficant to the work beIng
perfonned by Employees All speCial assignments should be documented We can contrast "speCial
assignments" With "long-term programs or proJects" m that the speCial assignments are completed
wlthm a busmess cycle and can be completely evaluated by deternllnmg whether the employee
achieved the deSIred objectives ofthe assignment We are refernng to assignments which come up
durmg a busmess cycle The most Important factor IS clanfymg whether the assignment IS to be
performed With regular duties or m heu ofthem

Documenting G.O.A.L.S.
Regardless ofthe source, our Perfonnance ObjectIves Will be ofvalue Ifwe "4-GET" them
o GET them down' Goals have to be wntten or noted somewhere If they are to serve a useful

purpose They have to be VISible

o GET them good' Goals should be evaluated agaInst some stern cnterIa
Are they realIstiC?

17
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Are they achievable?
Are they manageable?
Are they "musts" or JUst "shoulds"?

o GET them communicated' Goals need to be exposed to the lIght ofmeanmgful conversation
DIScussIOns With practtce area managers and peers help m the screenmg and clanfymg process

o GET commitment' As a product ofour dIScuSSIons we need specIfic accountabIhties assIgned
and agreed upon

Effecnve and appropnate evaluatIon requires an understandmg of what an employee does and how
It IS done To buIld a successful organIzatIon, we must understand the "Performance ObjectIves" and
the "PosItion ReqUirements" for each job and job holder In additIon, each employee should
understand how he/she IS perceIved m the organIZatIon and have a clear understandmg ofpendmg
performance expectatIons

Ifwe use the G-O-A-L-S process, we Will be well on our way to havmg a goal-onented organIZatIon

18



G = GENERAL GOALS ("Get" Them)

1 Get them down'

2 Get them good'

3 Get them commumcated'

4 Get comnutment'

IdentIfy the pnmary goals for yourselfand your orgaruzatIOn for the upcommg
year

19
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Developing Objectives for Goals

Develop an 1I0bJectlvell pIcture of the goal by descnbmg ail quantItatIve and
qualItatIve results you would lIke to see, when the actIvIty IS fInIshed

It ll11ght help to answer these quesTIons
o What would I expect to see as eVIdence that the goal was achIeved?
o What factors WIll I look at and what w111 they look lIke when goal actIvIty

IS finIshed?
o How wIll I know I've accomplIshed the goal (what WIll I see)?

20



Objectives "Picture"

Goal:
I expect to see

21
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Objectives "Picture"

Goal.
I expect to see
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Objectives "Picture"

Goal:
I expect to see
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Objectives "Picture"

Goal:
I expect to see
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L = Long-term Projects

( ) Non RoutIne (not regular actIVItIes)

( ) Coincident (done m addItIon to regular actIVItIes)

( ) Long Term (goes more than one busmess cycle)

( ) Significant (takes a sIgmficant % oftlDle)

( ) Benefit (Does tlns actIVIty have value to the orgamzatIon)

LIst any known long-tenn prOjects or task forces whIch wIll mvolve you m the
commg year and meet all four cntena above

25
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S = SPECIAL ASSIGNMENTS

1 "WIth" or "Instead Of' regular dutIes

2 Tune frame/Deadlme

3 Results Expected

4 Developmental Purpose

5 Does tlns AssIgnment Benefit the OrgamzatIOn

IdentIfy speCIal assIgnments to be asSIgned to thIs year IdentIfy each ofthe five
categones of mformatIOn as shown above

Special AsSignment"

( ) With or ( ) Instead of regular duties
Time framelDeadbne:

When to be started-------
When to be completedldue _

Results Expected:

Purposes"

Value to the orgaDlzatlOo:

26



ObjectIVIty V s SubjectIVIty

From your expenences, how can your orgarnzatIon's PM system be structured
to aVOId bIases and prejUdICeS that compromIse the purpose of the system as a
"developmental" tool
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Observing Peiformance

Once employees have been enabled (traIned) and empowered (provIded the resources to do ajob) It's
tnne for performance to occur As we have already mdicated, employees do many dIfferent thmgs on
an ongomg basIS It's our job to make certam that the thmgs we observe and evaluate are relevant to
our organIZatIon's success as well as to the success ofthe job holder In fact, there are some sIgmficant
requIrements on what to evaluate m a good PM System

What Should Be Observed
Any performance that wIll be consIdered m our Performance Management System should be
observable We could say that events and outcomes need to be "sense-able" Let's look at these factors
closely Why

We Need to Observe Performance
From a strIctly functIonal pomt-of-vlew, observmg performance and provldmg feedback IS a control •
functIon that IS part ofeach manager's job It should be apparent that just "checkmg" IS not the whole
story WhIle we are checkmg, we wtll want to have five major objectIves In mmd
• Performance Improvement
• RecogmtlOn
• CompensatIon
• Development
• Improved Workmg RelatIonshIps

As we examme each obJectIve, we wtll notIce three concepts They are shown here to reduce the
hkehhood that we wIll have mIsconceptIons about our performance feedback responsIblhnes

First, to "judge" performance IS not the process of "mspectIng" people much as one would mspect
parts on an assembly lme or SIdes ofhangmg beef Our purpose IS not to stamp a grade or label on the
subordmate, nor IS It our mtent to tag the mdividual as ACCEPT or REJECT A Manager descnbed
the struggle to recognIZe thiS concept "When I IlfSt began to evaluate my people I guess I did It hke
my teachers used to do to me m school At the end ofa term, I was given a test Whatever grade I got
was to be With me for hfe I was always perturbed that I never got any feedback after an exam to let
me know what I hadn't learned or what I needed to learn There was Just a grade, pass or fad I've
resented that approach because It dIdn't help me get ready for the next one Yet, when I started
evaluatmg employees, I dId the same thmg That's all I knew Even though I didn't hke It, I dIdn't
know any better I VIewed It as glVlng them a grade"

Instead, performance feedback IS a "hvmg-breathIng" process which IS future onented as much as It
IS past onented In addItIOn to the questIOn, "How IS It gomg?", feedback mcludes, "What does that •
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mean for the future?"

Secondly, judgmg performance IS a process that mvolves the boss and subordmate The boss
determmes how well the subordmate meets expectations The mdIvldual bemg evaluated IS
encouraged to take appropnate responsibilIty for plannmg and appraISmg hIs or her own contrIbutIOn
to the job and company ThIS concept expands the questIOns to three

~ How IS It gomg?

~ What does that mean for the future?

~ What do we need to do about It?

The thml overall concept regardmg performance observation and feedback IS that It goes well beyond
the functIon of control It relates to and Impacts upon many of our other functions as managers It
mcludes plannmg, organlZmg and motlvatmg and all of therr detaIls Here's how performance
management trnpacts the job

Performance Improvement
Contmuously, the organIZatton and all of Its employees should be strIvmg to make the good
performance be better and to make the better performance be best It follows, then, that when a boss
evaluates a subordmate, he should do so WIth the mtent of Identlfymg where trnprovement can be
made These trnprovements may relate to performance or to the subordmate's behavIor as It relates to
the otherJob activIties or to other people (customers, other managers, other employees, etc)

We don't want to let thIS "organIZation view" blmd us to the value to the subordmates themselves of
seekmg areas oftrnprovement Many pnnclples ofposmve motivation are mvolved People hke to be
competent, they find lIttle satISfactIon In therr work Ifthey can't do It well Whtle no one hkes to have
hIS or her weaknesses pomted out, most people respond very favorably once they know In effect,
employees need to have assIStance m IdentIfymg areas requlrmg attentlon OtherwISe, they can't or
won't trnprove and wlll probably fmd the job to be qUIte frustratmg

Performance Improvement Objectives
For performance that IS less than SatIsfactory, the objectIve IS to make It satISfactory For performance
that IS at an acceptable leve~ the goal IS to get that performance to an exceptlonal level For
performance that IS exceptIOnal, the goal IS to display that exceptlonal performance m broader
responSibilIties As an organIZatlon reduces Its cost of domg busmess, the mdlvldual wtll profit by
mcreased competence, pnde In accomplIshments and added flexlblhty m future assignments among
more competent and hIghly motivated employees

Recognition of Past Performance
Recogmtton Ifwe use our cogDltJve powers to examme what the word "recogmtton" means, we wIll
see an Important Item "RE COGNITION"
"RE" means "agatn, over"
"COGNITION" means "thmkmg, knowledge"
"RECOGNITION" to tbmk over or to know agam
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One ofthe objectives ofperfonnance feedback IS to thmk over or to know agam the performance of •
the past. In thIS sense, It means to re-thmk all ofthe perfonnance ofthe mdlVldual, both good and bad
We wIll want to recognIZe each employee for every Important action that has taken place smce we last
dIalogued TIus mvolves breakIng theJob mto Its component parts and Identdymg how the employee
performed m each part

Performance Feedback IS to prOVide the employee With praISe for the performance WhICh was good
and to prOVide constructIve cntIclSm and correctIon for that which was not good Ifwe do thiS by
gomg through the cntlcal dImenSIOns ofthe job from fIrst to last, we can gam several advantages

ObjectiVity Instead of SubjectiVity
Managers have a tendency to make an overall assessment of an mdlVldual From that pomt on, It
becomes a matter oftIymg to fInd reasons or examples to '~ustlfy" the overall assessment TIns IS very
subjectIve and unfarr It IS much more equItable to WIthhold any overall assessment untll we have gone
through each part ofthe job focusmg on one aspect at a tIme

Ease of Discussion
When we are dlscussmg feedback, With speCIfIc references to what was or wasn't done In each area
ofresponsibIlity, we will fInd ourselves much more confIdent and open We will be discussmg facts
Instead of opmlons Any mlSunderstandmgs between us and the employee can be resolved by
veniYmg the facts ofthe Situation, mstead ofargumg about who IS "nght" or "wrong"

•Respect from Subordinate
Contrast the feelmgs ofan employee who has been classtfied as ''UNSAnSFACTORY" to those of
one who has a chance to look at and dISCUSS each part ofthe job based on what actually occurred In
the fIrst case, the mdlVlduallS very lIkely to become defensive He or she WIll probably meekly accept
or Ignore the judgment ofthe boss or strongly reSIst and contest what the boss says

On the other hand, With appropnate recognItIon at each step ofthe dIScussIon, the person has much
less chance to become defenSive The feedback WIll "add up" based on Its factual elements The
employee IS lIkely to gam a great deal ofrespect for thIS approach and for the Manager

Clear Path for Future
Ifperformance feedback meets the ObjectIve of"recognItion," It means that both we and our people
KNOW exactly what IS and IS not acceptable for the future ThIS becomes the basIS for any future
plans m a very speCIfIc and concrete way

Compensation
The thIrd objective ofperformance feedback IS to make a drrect relationshIp between performance and
compensatIOn ThIS follows most organIZatIOns' philosophy of "pay for performance" While the
actual amount ofpay for a given level ofperfonnance IS controlled Wlthm the compensatIOn plan, thIS
objective reqUIres re-conSIderation by each of us It goes well beyond the Idea of Just meetmg •
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demands
o At the start, we have to be sure that we and our people reach a clear understandmg and agreement

on exactly what IS expected m the job These expectanons may be m the form oftasks, dunes and
responsibIlInes There should be httle dIfference ofview as to what the job IS

o For each major responsIbIlIty or accountabIhty, we need objectives or targets WhICh define what
end results are to be achIeved m order to be considered acceptable, or better than acceptable

o For each objecnve or target, we must reach agreement upon the method that wIll be used to keep
track ofprogress and to measure results TIns may mclude cntena or standards ofperformance

o At the end ofthe observation penod, we wIll have to measure the performance m terms of actual
performance compared to expectations

When expectations are achIeved, It IS worth It for us to pay for those accomphshments When the
expectations are not achieved, It IS a losmg propoSItIOn for us and our customers

Development
When we look forward to our own future, as well as that of our organIZatIon , we can see the
Importance of thIS objective It IS not enough to SImply do the job and do It agam next year
OrganIZations are not static As the world changes, so must the way we do busmess And, so must
employees perfomnng vanous duties m the orgaDlzation Examples
• People get older and retIre, they must be replaced
• Service and distribution system requIrement change
• People leave for vanous reasons, new people must be moved m to take over
• EmergencIes occur regularly, someone must be ready to handle each of them

We need to focus some attentIon on the known and probable requIrements ofthe future With these
m mmd, It IS necessary to make plans and preparatIons to meet those reqUIrements Translated mto
questIons, thIS ObjectIve requIres us to decide
• What knowledge and skills are we lIkely to need 1D the future?
• Who, workmg for me, has the abilIty and potentIal to acqUIre that knowledge and those skills?
• What do we have to do (m terms ofwork asSignments, trammg, education, etc) to get potentIal

people ready?

In a very practIcal way, thIS comes down to the performance feedbackJob For mstance
• What does the Manager do to prepare for a back-up If the person m charge of an m-service IS

absent because of Illness?
• What does a Customer Service Manager do to make sure there IS a qualIfied person to take

customer calls?
• What does the Manager do to make sure everyone IS ready to unplement an on-Ime, computenzed,

Human Resources System?

The performance feedback process IS a contmumg cycle directed to the objectives mentIOned above
It IS also a process whIch relates to some practIcal benefits for us
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The CITE Process
The process that we wtll use to observe and record behavior IS based on the acronym, CITE It might
be helpful for us to see what the word "cite" means Webster's says "V t to summon officially to
appear m court, quote"

We want to see that our PM process IS auned at makmg what we do accurate When we make
statements about our people and theIr perfonnance, we want them to be as accurate as quotatIons
When we use those statements as perfonnance feedback, we want our conclusions to be able to stand
up m court That way, what we do wdl be valid and helpful It IS not a complex or cumbersome
process It IS Simply an organIZed descnptIon ofthe thmgs we already do or should do

•

C Circumstances IdentIfied
As we momtor the perfonnance ofany performer, we wIll be able to Identify mCldents ofbehavior
which reveal the Job dnnenslons Each tune that we recognize a situation that seems to be a
Significant part of the person's performance, we wdl want to make note of It We begm by
descnbmg the crrcumstances surroundmg the situation We might find It easiest to do so by
answenng the questions WhICh are applIcable

Q What was expected ofthe subordmate?
Q How were the expectations commumcated?
Q Where there any Special conditions (cnsls, emergency, etc) WhICh could be expected to

affect performance? •
Q What preceded and led to the mCldent?
Q What was the mCIdent related to or caused by?
Q What was the envrronment hke at the tune ofthe mClden!?

I InCident Recorded
The recordmg ofthe mCIdent Itself IS a functIon offillmg m the "5 W's & H"

Q Who was mvolved?
CJ What, exactly, did they say and do?
Q When did the mCldent occur?
CJ Where dId It happen?
Q Why did It occur or why did the person do what they did?
CJ How dId they proceed (I e what process, method, procedure or sequence ofactions)?

T Talked About With The Performer
Any tune that an mCldent IS observed and recorded wIth the mtent ofusmg It to assess the person's
performance, the person should be made aware of It at the tune ThIS IS not because we are
avoldmg "secrets" or because of legal reqUIrements Instead, It IS a practIcal matter of gIvmg
performance feedback to the performer at the time Here we mean RE-COGNITION as we
defined It earber Then, as a record ofthe performance feedback that we gIve to the subordmate,
we note answers to these questions '
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o What was saId to the subordmate?
CJ What was asked ofthe subordmate?
CJ What was the subordmate's reactIon to the feedback?

E Evaluated At The Time
WIth the mCldent fully reported, It IS unportant for us to evaluate It on Its own ments This means
to compare the facts of the mCldent to the duties mvolved and deCide upon the level of
perfonnance that IS represented The evaluation ofthe mCldent should be noted as a part of the
record ThIS helps prevent a "shp" ofmemory m the event that future mCldents trend toward better
or worse We might consider the followmg examples
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Example of an "Effective" Significant Incident •
(An mCldent of"Wntten Commumcatlon" for a Engmeer)

COne ofhis customers had demonstrated a need for special considerations for service dehvery

I The Engmeer wrote a letter to get the matter approved
The letter made reference to the Items requITed and gave speCific facts to support the proposed
solutIOn

The proposed solution was well-prepared with facts, easdy understandable and covered all
poSSible alternatives

T I speCIfically thanked the Engmeer for hIS thorough preparation ofthe recommendation and
told hun I was gomg to make a record ofIt

E I consIder thIS to be a nearly perfect example ofeffective wntten communicatIons

•

•
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Example of an "Ineffective" Significant Incident
(Buyer on "DecIsion Makmg" and "Accuracy")

C The Buyer IS responsible for ordermg the Items necessary for her customers She also has the
responslblhty for domg whatever she can to msure that they are dehvered on ttme

I The Buyer ordered the Items properly, but she did not keep herselfmformed about some cntlcal
needs As a result the Items were not dehvered on ttme and the customer ran out I had to rush
matenals to keep the customer m operatIon

By not knowmg the status ofher cntIcalltems, she let her meffectIveness cause an unnecessary
problem Ifshe would have kept herself mformed about these Items, steps could have been taken
to ehmmate the delay

T The Buyer was adVised that normally effective performance would have been to set up a check
on these cnttcalltems to determme theIr status, evaluate the effect ofany delays, try to elImmate
the delays and mform people not lIkely to know about these situatIons She SaId that she dIdn't
know It was herJob to follow-up

E The Buyer exercised poor Judgment and did not use suffiCient mltlatIve 10 thiS matter In effect,
she dropped the ball
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•Keeping Visible in Operations
A recent book, In search ofExcellence, makes reference to "VIsIble Management" or "Management
By Wandenng Around (MBWA) " Lest we draw the erroneous conclUSion that thIS means wandenng
around aunlessly, let's look at what thIS SessIon IS trymg to tell us Managers wander around 10 order
to find out what IS gomg on They check on performance and results They momtor what's happemng

But excellent managers are not passIve They are actIvely collectmg relevant data and actIvely usmg
that data to alter performance We can know what to look for We can make effectIve use ofthe data
we collect so that we mfluence behaVIOr toward more excellent results At the same tIme, we wtll be
takmg an Important step toward effectIve performance feedback 10 the overall But, we do have to
SIght and CITE behaVIor

Cite Behavior
The fundamental prmcIple ofperformance feedback IS that we should determme the performer's actual
performance as It relates to the cntical requIrements of the Job The requIrements mclude those
dImenSIOnS which have been shown to make the difference between success and failure m canymg
out the Job

It does lrttle good to spell out expectatIons m detaIl and then determ10e actual performance by trymg
to recaI~ at the end ofa year, what the performer did ThIS k10d ofglobal assessment ofperformance •
wIll VIolate every pnncIple ofcontrol that we know to be Important

Requirements When Observing Performance
We reqUIre speCIfic procedures for makIng a systematic analySIS of the good and bad examples of
perfonnance There are several specific requIrements for what we do as we attempt to momtor actual
perfonnance

1 The ReqUirements of ObservlDg BehaVior
FIrSt ofall, we can all recogmze that the recordmg offacts about performance IS gomg to be preferable
to mterpretatlons, conclUSIOns or opmlOns based upon some general trnpressIOn General ImpressIons
are notOrIOUS for bemg highly bIased In favor of, or In spite of, the performer SImilarly, we should
be able to agree that we should IJrnlt our recordmg ofmformatIon to those behavIOrs which competent
observers would agree have a sIgmficant effect upon the results ofperformance

We wtlllSolate four Important cntena which will help us meet these fundamental requIrements We
will use the four cnterla as we observe the behaVIOr ofour people m theIr attempts to carry out therr
duties

a TypIcal VS The ExceptIon
Our observations should be typical ofthe mdlvldual's performance ThIS cntenon means that
we will have to relInquish some of the ease ofour past managenal practices For the most
part, we tend to manage by the "management by exceptIon" prmclple The prmclple states
that we will want to "leave well enough alone" untIl we see behaVIOr or performance whIch •
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vanes sIgmficantly from the nonn In other words, we only pay attentIon when somethmg IS

done WhICh IS awfully bad or awfully good We look for unusual mCIdents, and, unfortu
nately, we tend to focus on the bad ones Employees recogmze thIS tendency as they Illustrate
m comments lIke, "The only tune you hear anythmg IS when you do somethmg wrong" or
"One 'gotcha' WIll cancel out a hundred 'atta-boys' "

What we want to do IS make sure that our observatIons are truly typICal ofperfonnance We
want to ensure that we are notJust catchmg the peaks or the valleys We know, for practIcal
reasons, that we cannot watch what our people are domg all ofthe tune We know that we
wIll have to sample theIr perfonnance by lookmg at speCific behaVIOrs We have to ask How
safe are our generalIZatIOns ofthe whole ofperfonnance from our sample?

We can conclude that the generalIZatIon wIll be as accurate as the representatIveness of the
sample So, we have to pay attentIon to our samplIng methods We wIll have to look for
samples (or examples) WIth each nonnalJob varIatIon that occurs

o When people work WIth new products or promotIons over tune (tune IS the vanable), we
wIll want to sample the performance WIth each product or promotIon SItuatIon

o Ifthe person does routine tasks most ofthe tune, and has specIal asSIgnments thrown m,
we wIll want to sample the routme and the speCIal

o Where the person has to work m dIfferent market areas (from new product lIfe cycle to
dead product lIfe cycle), we wIll want to observe behaVior m the different market areas

o Where customers vary from easy to obnOXIOUS, we Will want to sample wIth dIfferent
customers

What we want to end up With are samples which are valId enough for us to make sensible and
accurate decIsIons on them

b Objective Vs BIaSed
Our observatIons should be ObjectIve as well as typIcal ThIS sunply means that we have to
reduce the bias WhICh we wIll have a tendency to budd m Because ofour own belIefs and
self-fulfillIng prophecies, we wIll tend to pay attention to behavIOrs to confirm our biases

The bIggest concern about hidden bIases IS that they wIll eXIst unless we speCIfically address
them to control them There are poSItIve and negatIve bIases whIch have been called "halo
or horns" bIases

Halo bIases occur when a boss hangs a halo over the observation ofperformance ofa favored
subordmate The effect IS that the boss doesn't find a problem, because he or she Isn't lookmg
for one

Halo PosslblhtIes
o Subordmate has good past record ofperfonnance,
o Subordmate IS compatIble WIth boss's personalIty,
o Recent outstandmg sales by subordmate,
o Subordmate has one Irreplaceable asset,
o Subordmate's faults are unseen because they are the same as the boss's,
o Subordmate never complams and IS never complamed about, therefore the boss

doesn't pay any attention
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Hom bIases occur when a manager sees a problem because he or she wants to see a problem
Hom PosslbJhtles

o The boss IS a perfectlomst,
o The subordmate IS a personal Imtant,
o The subordmate IS the oddball, the nonconformIst,
o The subordmate sells the less profitable product lmes,
o The subordmate IS gudty by asSOCiation he or she hangs around WIth the wrong people,
o Recent unsatIsfactory mCldent occurred WhICh mvolved the subordmate,
o The subordmate has traIts dIfferent from the boss's,
o The subordmate does It dIfferently from the way the boss dId or would

Any ofthese posslbtlltles cause the boss to look for confirmatIon and venficatlOn ofconclusIOns
that have already been drawn The boss observes and records the aspects of behavIor that "fit"

We need to recogmze a slffiple fact any foregone conclUSIon can be proven by wattmg for the
behavIOrs WhICh prove rt' What we need to do IS check ourselves to see that the observations we
make are representatIve of what our people act1lally do

c Comprebenswe ObselVatlons
Our next requIrement IS to JDSure that our observatIons are comprehensIVe ThIs means that we
have to observe performance m the full range ofjob dutIes that make up the job

d Significant BehaViOrs
Another cntenon IS worth explonng m some depth It has to do wIth the relevance ofthe behaVIOr
we observe We have to ask and answer the questIons

o Does the behaVIOr matenally affect the results or desIred results?
o What IS the extent of the effect of the behaVIOr, m a posItIve or negatIve way, on the

outcome?
o What percentage ofeffect (results) would change Ifthe behaVIor changed?

ThIS kmd ofsoul-searchmg WIll help us to ehmmate arbItrary conclUSIons we mIght make about
cause-effect relatIonshIpS We want to make sure we aren't attempnng to categorIze performance
by whether the mdlvldual wears facIal harr, how he or she dresses, the color ofmk that he or she
wntes WIth, and other non-relevant Items

There may be tlmes when dress IS mportant or when blue mk wdl not copy on a copymg machme
By attention to the sIgmficance ofthe behaVIOr, we can use our observatIons objectIvely

Overcoming The Bias Tendencies
There are some valuable thmgs that we can do to help ourselves m makmg our observations complete
and accurate enough
a Tlmehness

A necessary condItIon IS that behavIOrs or results be evaluated, clasSIfied and recorded whIle the
facts are stIll fresh It IS deSIrable that we perform our recordmg operatIOns at the tIme of the
observation so that all reqUISIte facts can be determmed and checked
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b Memory •
We may make note ofobservations that we have previously made This IS usually satIsfactory If
the mCldents are farrly recent We can Improve our memory for such SituatIons by paymg
attention, 10 advance, to the behavIOr that we wish to observe

c Data CollectIOn
We should not overlook the need for and value ofdata collectIon methods to enhance our own
observatIons We can ask others who are fmmhar with the situatIon We can ask the performer
By the use ofgood, open-ended questions, we can do so Without creatIng undue defensiveness

In our data collection conversatIons, we should explaIn our purpose, state that we are mterested
In what the performer saId and dId, state that we are 10terested only In SIgnificant data, and
mdlcate that we do not need Judgments or opmlons

Our posItIon should be one ofneutral, unbIased acceptaItce ofwhat the observer has to say We
can use reflectIve questions and follow-up questIOns to msure our own understandmg
After we have collected data from another person, we can evaluate Its usefulness by answenng
questions lIke these
Q Was the actual behavIOr reported?
Q Was It observed by the reporter and not hearsay?
Q Were all ofthe relevant facts gIVen?
Q Was the behavIOr Significant?
Q Has the observer made It clear why he or she has drawn conclUSIOns about the behaVIOr?

d Quantity
There 15 no SImple formula for determmmg the number ofbehavIors or mCldents that should be
observed and recorded We must deCide If what we have are representative, typIcal and
comprehenSive We can suggest some mmmum standards for our observations

We can test to see Ifnew observatIons are producmg different results or evaluatIons Ifthey are,
we have notyet achieved a representative sample oftypical behaVIOr Over a year, we should have
at least 3 or 4 examples ofbehaVIOr for every key duty ofthe Job Where there are problems 10
performance, we should have more, so that we have suffiCient mformatlon for our conversations
WIth the AssoclateslEmployees

Recording BehaVIOr
What we need to be able to do IS summanze and descnbe data man effiCient manner so that It can be
used effectively for feedback purposes Our concern should be With the completeness, detail and
valldrty ofour statements We want to record our observations 10 a way that makes accumulatIon of
data easy, makes drawmg conclusIOns about performance pOSSible and allows companson ofdata on
the same dImenSIOns over a penod oftIme
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Formal Performance Feedback

Performance Evaluation Depends On Standards
Proper feedback must reflect some quahtatIve or quantItatIve measures At thIS pomt, It IS necessary
to mtroduce a few more words of explanatIon ofhow we will use the term "standards" As we have
defined It, standards can apply to dIfferent parts ofa person's Job We may have Input standards, Job
Structure standards er PfOGeSS sta.'ldards These swdards are expressed as

~ OperetIngstandards

~ Performance standards

~ Cutoffstandards or lImits (usually as "Shalt Not" rules)

~ Output standards, also commonly referred to as

Goals ofperformance
DeSIred end results
ObjectIves all ofthese terms descnbe some aspect of standards ofperformance

Three ConditIons For Standards
To get started on the same foot, we should have the same vIew and understandmg ofwhat "standards"
are a defimtIon might look hke thiS A standard IS a
1) Predetermmed acceptable level or range
2) Based upon measurmg or evaluatIng,
3) With a quantItatIve and/or quahtatIve umt ofmeasurement

Predetermined Acceptable Level
The first pnnclple of standards IS that they are predetermmed ThIs means that a deCISIOn IS made
before performance as to what level ofperformance wIll be conSIdered acceptable This serves two
very lDlpOrtant purposes

FIrst ofall, predetermmed standards tell the performer what level ofperformance to aIm for WIthout
these standards, the performer IS left WIth the deCISIon as to what wIll be acceptable The performer's
guess may not be the same as what IS needed by the organizatIon or by the boss

Secondly, predetermmed standards give the performer a chance to budd m a feedback loop dunng
performance The performer checks performance agamst the standard as work progresses and makes
the necessary adjustments along the way WIthout these predetermmed standards, the performer
fimshes the Job and walts for an evaluatIon of results Then, It's too late to budd excellence mto the
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Measuring or Evaluating Performance
Perfonnance must be measurable Ideally, the measunng IS done contmuously dunng performance so
that adjustments In perfonnance are possible at any time SometImes, It IS not possIble to measure
whIle the performer IS domg theJob so evaluation ofresults IS used For-example, It would be Ideal
to measure the accuracy of someone's calculatIons (In their head) before they wnte errors onto the
fonn Unfortunately, we can't see InSIde therr head So, we have to walt untIl after theIr calculation
IS done and the result IS revealed In order to evaluate the accuracy SometImes we are able to sample
the perfonnance 11us serves to provIde evaluatIon somewhere between the Ideal (contmuously) and
least desrrable (after the results are In)

Quantitative or QualItatIve UOIt of Measurement
Measunng performance unpbes that there IS a umt ofmeasurement by which performance or results
are measured In many cases, we are qUIte fanubar With umts ofmeasurement for performance For
example, how many feet and mches dId the hIghJumperJumP? How many pomts did the team score?
How many games dId the team wm? How much energy we produced last year? Umts ofmeasure are
how we keep track of performance, how we keep score Some umts of measure are not as
straIghtforward as these quantitatIve examples Some perfonnances can only be measured In
qualitatIve terms Though It IS more difficult to evaluate With qualitatIve measures, It IS necessary

We wIll sunplIfy our task a great deal by definmg that all qualItative measures that we use must be
observable In other words, we WIll estabbsh that any umt ofmeasurement that can not be sensed
(e g, heard and/or seen) wdl not be acceptable In practical terms, thiS means that we can define
behaVIOrs (actions of subordmates) which are acceptable or not, but we Will not be able to descnbe
standards mterms of"attitudes" or "mentalities" or "personalitIes" We wIll have to have some way
ofmakmg our measurements relate to what IS observable (That IS, attrtudes are not observable Have
you ever seen one? What color IS It? What shape? How big? However, we can establISh that "faIlure
to answer the phone, usmg abUSive language, wIllfully destroymg property," for example, would
constItute eVidence ofa bad attItude)

Standards Are!Are Not Inherent
Some standards are obVIOUS to the perfonner If they are not obVIOUS on the first tIme, they are on
subsequent attempts For Instance, we have all heard of the safety onented performance standard,
"Don't play WIth fire" For the person who doesn't know what that means, one case ofunacceptable
perfonnance (I e playmg WIth fire and gettmg burned) will surely convmce hun or her to handle fire
more carefully

Where Standards Come From
For our supervISory purposes, however, standards ofperformance are seldom Inherent mthe work or
obVIOUS to the performer The standard has to be dehberately estabhshed This IS done by
1) DeCIdIng on a umt ofmeasurement
2) DetermInIng where, when, and how to measure, mcludmg how often
3) PredetermInIng an acceptable level or range
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4) Mak10g certam that the three (preced1Og) factors are eVident to the perfonner, thiS IS feedback

These four Items make up the process ofestablIsh10g perfonnance feedback 10 tenns ofstandards of
perfonnance To Illustrate the four Items, we wIll look at an operation example and draw conclusions
which wdl help us use the process

Applying Standards to Jobs
Now, lefs examme the process as It applIes to ourJobs and our efforts to momtor the perfonnance of
our subordmate's and our work umts The first requIrement IS to make observable the element of
performance that we are mterested 10 WHAT WE ARE ABLE TO OBSERVE

~ See (SIZe, shape, color, movement)Hear (sound, nOIse)

~ Feel (texture, temperature, Vibration)

~ Taste,

~ Smell

WInCH WE MAY EXPRESS AS
o Lmear (height, Width, length, design)
o Surface (area)Volume (quantity, capacIty)
o Mass (weIght)
o Tune (1Oterval)
o Rate (Speed or volume to tIme)
o Pressure temperature

How Much Should be Done (Quantity)
In many ofour on-the-Job srtuatIons, the quantIty ofwork that should be accomphshed depends upon
the asslgn10g SUpervISOr'SJudgment There are so many vanables that we have to develop a "feelmg"
for the length oftIme It should take to handle aJob and we should communIcate thIS to our people

Are the Priorities and Sequences Bemg Followed?
Effectiveness depends upon recognIZing and workmg on the most unportant thmgs first When an
10dlVlduai or a group spends therr best tune and effort on the lIttle th1Ogs, or less ImportantJobs, then
productiVity suffers Subordmates can easdy learn to fill the hours 10 the day by domg a lot of lIttle
chores It IS our responsIbilIty to make sure they understand what has to be done first, that IS, what
IS most Important or urgent

The Use of Materials, SupplIes, Parts and References
The cost of Items that are rumed or wasted through poor work or careless practices probably cannot
be accurately measured, but It IS sure to amount to many thousands of dollars a year Often, the
mefficlent use IS caused by supervIsors who do not exercise good controls Also related to thIS
problem IS the practIce of "hoardmg" certam matenals or supplies, beyond ImmedIate needs, for fear
of runmng short thiS budds a heaVier mvestment m mventones and encourages waste
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Follow Policies, Rules and Regulations
Followmg establIshed polIcies, rules and regulations depends on leadership Not gettmg to work on
tune, bemg absent and not callmg 10, "borrowmg" supplIes for home use, bend10g gUldel1Oes, WIthout
authonzatIon, not followmg safety procedures, and takmg lIbertIes WIth accepted practIces are JUst
some examples They must be dealt WIth when they occur

Determine Where, When and How to Measure
WhIle a specIfic set of controls (such as corporate polICIes) would be the same for all subordmates,
there are usually dIfferences WhICh affect our measurement practices Our evaluations and the way
we use them should be tailored to the actIVIties that we do They have to fit our sItuation to be truly
effective Some evaluations are qUIte formal Exammmg a subordmate's tIme schedule IS a formal
control, but one WhICh IS very commonly used m on-the-job SItuatIons m some departments Here are
several general approaches to checkmg and evaluatmg

Personal Observations
There IS lIttle questIon that we should spend a large part of our time m "eyeballIng" the work ofthe
people we dIreCt We should check what the people are domg or the work that they have completed
on a regular basIS How often we check WIll depend upon the compleXIty ofthe work, the expenence
of the people, the Importance of the work, or the cntJcal nature of the Job For an 10expenenced
subordmate workmg on an Important proJect, we would probably watch every move very closely On
the other hand, we may ask an expenenced person, who has been assigned a routme Job, Ifhe got It
done, and we might not look at It

Formal Controls
Paperwork can also be used for evaluatJon ReqUISItions for matenals and tools, completed forms,
tune cards, work schedules, and the lIke are documents we can check and evaluate They gIVe us some
good lDSlghts mto how much work IS belOg completed and how well It IS belOg done To some extent,
wntten polICies, procedures and reports fall lOto the paperwork category Ofcourse, we have to know
these well, but we may also have to refresh our memory to see Ifthere IS mdeed an exceptJon and what
the ImplIcatIons are Wntten reports or recommendatIons from subordmates allow us OPPOrtuDlty for
evaluatIng content as well as presentatIon abIlity

Timing of Control
Ideally, our follow-up should take place at a tune when we can take effectIve actIon Fmdmg out that
somethmg has gone wrong, after It IS too late to do anythmg about It, tells us that an error has been
made and who IS responsible, but there IS not much we can do except try to aVOid the same mIstake
10 the future What we want to do IS check the progress of work at a tIme when we can stIll take
correctIve action
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The Process of Formal Evaluation:
The process ofcommg up Wlth a ratmg ofeach subordmate IS fairly easy We wIll have done all of
the hard work dunng the year as we observed behavior, made note of sigIllficant mCldents and
evaluated them At thIS pomt mtIme, there should be no "surpnses" for us or for our subordmates
It's a matter ofcompIlmg what has already been evaluated and dIscussed It consIsts ofseven sImple
steps

1. Converting Incidents To BehaVIOr Statements.
Our first effort should be to convert the record of mCldents we have observed to behaVIOr statements
for PosItIon RequIrements (the CritIcal dutIes perfonned), Perfonnance Competencies (the
charactensncs ofa perfonner) and for Perfonnance Objectives for the current penod

An mCldent ofa subordmate presentIng a fonnal proposal to management for a new system may have
gIven us OPPOrtuIllty to evaluate the subordmate on Oral CommuIllcatIon, Wntten CommuIllcatIon
and TechIllcai Knowledge We may have also seen perfonnance relatIve to an objective or a posItIon
requIrement We wIll want to come up With a descnptIve behaVIOr statement for each Competency,
Requrrement or objectIve as applicable

•

What Good Statements Include
A good behaVIOr statement has two elements the actIon and the standard that was applied ConSIder •
several examples ofbehaVior statements from the example ofthe proposal presentatIon
CJ The wntten proposal was well organIZed and finely detaIled
Cl The oral presentatIon was not consistent With the wntten matenal The subordmate did not handle

questions well, had to delay and look thmgs up Poor preparatIon
CJ Techmcally speakIng, the report was accurate and thorough

We want to make clear and conCIse statements WhIch demonstrate
what behaVIOr was observed
what our evaluatIon of the behaVIOr was

2. MappIng BehaVIor Statements.
Ifwe have done a good job ofobservmg and recordmg behaVIOr over a penod oftIme, we wIll have
a mmImum ofJ behaVIOr statements for each Perfonnance Competency and PosItIon Requrrement (the
more, the better) We also should have collected mformatlon about ObjectIves accomplishments as
applIcable To see the relatIonshIp between observatIons, we should plot them on a BehaVIOr Map m
a way that IS consistent With a set ofscaler statements This plottmg may be m wntmg or by mental
effort
It IS unlikely that all behavIOrs wIll fall clearly at one place on the BehaVior Map Instead, there wIll
be some statements ofbetter behaVIOr and some ofa less satISfactory nature Mappmg the statements
gIves us a fair pIcture ofoverall performance m the dimenSion

•
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3. Competencies RatIngs
To denve a ratIng, we sunply calculate where the predommant number ofbehavIOr statements appear
on the map We draw an unagmary vemcallme to the top ofthe map and mark the appropnate ratmg
box 4 Performance ObjectIves for the Current Penod

If all goals, obJectIves, programs, projects or assIgnments are Wlthm the parameters of the job and
requIre only the normal job competencIes, they can be faIrly evaluated m the ratmgs for PosItIon
RequIrements and Performance CompetencIes There are two condItIOns WhICh, Ifpresent, warrant
an evaluatIOn beyond these factors
• Ftrst ofall, Ifthe subordmate IS reqUIred to do any program, project or assIgnment m addItIOn to

the normal job dutIes, we should ItemIZe and evaluate these efforts

• Secondly, Ifthe subordmate works on projects or assIgnments whIch reqUIre dIfferent capabIlItIes
from what IS normally requIred, we should IdentIfy the added dImenSIOns or standards mvolved
and evaluate accordmgly

Generally speakIng, these two exceptIons to normal evaluatIons wIll not account for more than about
20% ofthe overall evaluatIon Ifthey do, we should certamlyJustIfy thIS, but we should also consIder
a senous questIon Ifthe subordmate IS that much dIfferent, should htsIherJob be re-evaluated or re
classIfied?

Whether we find that G-O-A-L-S eXISt outsIde the job parameters or as an mtegral part, we wIll want
to document G-O-A-L-S achIevements m terms of results achIeved and/or consequences Some
examples WIll help to Illustrate

• If the Accounts Payable Manager had an objectIve "to reduce the aged accounts by 11 days, on
the average," and the results were a reduction of 13 days m average account age, both of these
Items should be clearly documented

• Ifthe Analyst completed the SpeCial project that had been scheduled, and It was on ttme, and It
reduced overtIme m the user department by 400 hours per month, all of these relevant details
should be hsted

• If an Engmeer dropped the ball on hIS or her part of an assIgnment to get data together for a
government report these facts should be noted

• Ifthe supervISor filled mfor us whIle we were gone on 4 weeks of leave, and no major problems
were eVident when we returned, we WIll want to document thIS

5. The RatIngs
There are five possIble ratmgs m typiCal Performance Systems They are, from worst to best

UnsatISfactory
ThIS IS the lowest performance category It mcludes the notIceably less-than-acceptable performance
of those whose work m terms of qualIty and quantIty of output IS obViously below mmunum Job
reqUIrements, even when close supervIsIon has been prOVIded ThIS category descnbes a level of
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performance which should slgmficantly Improve wlthm a reasonable penod If the mdlvldual IS to •
remam m the position

ReqUires Improvement
This IS a ratmg that should be asSigned to performance that does not fully meet job requrrements m
all key areas of responslbIhty The mdlVldual may demonstrate the abIlIty to complete most
asSIgnments, however, there may have been a number of occasIOns where expected results were not
achIeved, where more than normal supervISIOn or dIreCtIon was requrred, where tIme schedules were
missed or activItIes were not carned to full completion The need for further development and
unprovement IS clearly recognIZed There tends to be about 5 to 15% of the populatlOn m thiS
category

Competent
A ratmg of fully competent should be asSIgned to those whose demonstrated performance clearly
meets all the requIrements ofthe position mterms ofqualIty and quantIty ofoutput It IS good solId
performance normally expected of those who have the necessary education, trammg and relevant
expenence to enable them to effectively perform m a consistently relIable and professIOnal manner
Although mmor deVIations may occasIonally occur, the overall level of performance meets or may
slIghtly exceed major job requrrements The bulk of employees (60 to 75% of total population
typIcally fall m thIS rating categOIY)

Exceeds ExpectatIons
This ratmg should be asSigned to those who noticeably exceed the expected results m the POSItIon,
especIally mthe key areas ofresponslblhty The mdlvldual consIstently demonstrates truly outstandmg
achIevements m terms ofquality and quantity of output As an overall ratmg, It IS reserved for the •
relatively few (l0 to 15%) usually effective employees who use theIr valuable expenence, exceptional
abIlIties and energy to produce added value to theIr jobs

Outstandmg
Performance of thIS calIber IS extremely rare It IS a ratmg that should be reserved for those who
clearly and consistently demonstrate extraordmaJY and exceptional accomplIshments mall major areas
ofresponsIbIlity Results are far m excess ofthe requirements of thIS posItIon and may mdlcate the
poSSibilIty of promotIon or hIgher level responSibIlItIes It IS reserved for that small percentage of
employees (about 5%) whose performance IS seldom equaled by others who hold posItions of
comparable scope and responsIbIlIty

6. Denving An Overall Rating
In order to denve the overall ratmg, we have to know two basIC Items of mformatIon the first IS the
ratmgs for each competency area and the level of PosItIon ReqUIrement performance These Items
should be accessed mdlVlduaJIy and then collectIVely WhIle exceptIon can and wIll occur, we can
make some general gUldelmes for overall ratmgs
• Performance ratmgs for PosItIon ReqUIrements should be gIven the heaViest welghtmg

IndiViduals who perform all job requIrements and meet the standards for quahty and quality of
work reqUIred should receive at least a Competent ratIng The accomplIshment ofaddmonal goals,
objectives and asSIgnments m addItIOn to the normal job can mcrease the ratmg by a level
Performance CompetencIes should be either a 4 or 5 m each competency area Ifperformance met
all POSitIon requirements All 55 should be documented and challenged A majonty of 5s can •
mcrease the ratmg by a ratmg level
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• Ifan 10dlvldual does not satlsfactonly fulfill all ofthe PosItIOn Requrrements for hlslherJob, we
must question why If lack ofperformance IS due to lack ofopportumty to perform these dutIes,
the condItion should not be held agamst the 10dlvldual LikewIse, If performance dId not occur
In the penod, performance above the competent level cannot be assumed unless prevIous
performance would ment such a ratmg Performance CompetencIes should be considered carefully
10 thIS event Also, the welght10g ofobjectives should be Increased as appropnate

• New performers 10 job classifications should not be given any advantage 10 therr ratmg because
oftherr lumted ttrne on the job They should be compared to job requrrements Ifthese 10dlvlduals
are lack10g competency 10 two or more Job requrrements, a competent ratmg IS not Justified The
compensation system should take care of these mdlvlduals who are on a learmng curve Our
oblIgation IS to provide growth opportumtles We can use Performance Competence to mcrease
the rating Proper documentation should be presented

• Semor employees 10 job classIfieatJons should not be gIven any advantage 10 therr ratmg because
of their semor status or above market value pay Competency IS relative to the Job, not an
1OdlV1dual's payor pay scale

• SpecIal asSIgnments, goals and other worked performed out ofan mdlvlduals normal responsIbIlI
ties should be consIdered heavIly If they consume 25% of an 10dlvlduals tune If these dunes
consume 50% ofan 10dMduals tune, they should be evaluated equal WIth Job ReqUIrements and
can enhance ratmgs as much as two levels If temporary dunes are clearly performed m an
extremely competent manner and at a elevated posItion 10 the organIZatIOn

• Work performed at a level clearly below competent, should be rated appropnately Ifmore than
three Poslnon Requrrements or Performance Competencies are below competent, the rat10gs
should be documented and discussed WIth the second sIgnature before the 10tervlew

Conclusions
The ratmg scales for performance may be saId to comclde, 10 a general way, WIth the overall ratmgs
The ratmg scale on all categones are from worst to best and thus produce the equIValent of four
pOSSIble ratmgs Ifnonnal Job dunes account for all or nearly all of the overall ratmg, we mIght
conclude a relatIOnshIp bke thiS

... Ifa performer's ratlngs are predommately 10 the "worst" category, we can conclude that the overall
ratmg IS UnsatISfactory

... Ifthe behaVIor on dtrnenslOns are almost all at the top ofthe "best" category on all scales, we may
conclude that the person's performance IS probably Commendable

... Where the subordmate's ratmgs are dommantly on the lower half of the scale, but not worst, we
would probably denve a ReqUIres Improvement ratmg

~ Where they are on the upper halfofthe scales, but not all In the best category, we would conclude
Fully Competent

7. Justification
It almost goes WIthOUt saymg that we have to JustIfy any and every ratmg that we select We WIll say
It anyway The whole PM System ofobserv1Og and recordmg representatIve behaVIOr IS a process of
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JustIficatIOn In any subordmate's Situation, we should be prepared to prove and valIdate our ratmgs •
by reference to specific behavIors If challenged, we should be able to show that our observatIOns
were accurate and standards and conclUSIOns were fair

Developmg Strategies for Feedback
CommumcatIng feedback effectively IS more an art than a sCience There are basiC guldelmes to follow
and skills to master as we descnbe mthe FIRM method later m the seSSIOn, but there IS considerable
room for the mdlVldual approach What one manager does and says mIght work very well, but be
entirely wrong for another What's more, our subordmates all have mdlVldual dIfferences which we
have to take mto account

The pomt IS that there IS notJust one way to handle feedback situations We can develop our skills m
ways that are more natural to us and still be conSIStent With sound communication techniques For
purpose ofexplanation, there are three general strategies Each ofthe three IS useful and has ment
when applIed to the proper sItUation We wl1llook at each

Telling Approach
In the tellmg approach, we will generally take the mltIatIve m leadmg the diSCUSSion between
ourselves and the subordmate We guide the exchange along a path that we want to follow and a route
which wlll cover the thmgs that we are mterested m talkmg about The employee may express hIS or
her opmlons and provide feedback where needed, but we are very much m control ofthe exchange
We may respond to the comments and questions ofthe subordmate, but we wdl keep the diSCUSSion •
concentrated on the subjects that we have chosen In the tellIng approach we are usually gIvmg the
subordmate a considerable amount ofour views

The advantage ofthiS approach IS that It permits us to layout clearly our thoughts, opmlons and the
actions that we want the subordmate to take Our ablllty to explam and to sell Ideas IS an asset In thiS
sltuatton It IS usually less t1me-consummg than the other techniques The teIlmg approach does not
encourage the subordmate to reveal hIS or her feelmgs We may get our subordmate to agree With us,
but we wdl not know how he or she really feels The subordmate IS hkely to hold back mformatlon
or to tell us what he or she thmks we want to hear As a result, the exchange IS hmIted Yet, there are
times that the tellIng approach IS not only appropnate, but also mandatory

Asking Approach
ThIS IS the process ofskIllfully hstenmg to the subordmate and encouragmg hnn or her to talk about
performance and underlymg feelmgs The subordmate IS gIven the major role m definmg performance
and what IS to be done about It We attempt to keep the employee ta1ktng by askmg open-ended
questions, restatIng Ideas, clanfymg feelmgs, and attemptIng to understand why these feelmgs eXIst
We encourage the person to come up With answers, plans or solutions

Cooperative Approach
The cooperative approach fits somewhere m between the telhng and askmg approaches ThIS IS
mtended to use the advantages ofthe two others whtle mmlmlZmg their dIsadvantages It means that •
we and our subordmates play an active and POSitive role dunng the commumcatlons In countmg the
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number ofwords each speaks, there would be more ofan even balance between the subordmate and
ourselves The cooperative approach IS charactenzed by Its give-and-take

We Need a Method for Feedback
We have four specific objectives for our feedback
Awareness
It 15 entirely possible that the subordmate may not be aware ofthe satISfactory or unsatisfactory aspect
of the behaVior Our first objectIve 15 to create this awareness One pnnclple IS that a problem
cannot be resolved unless It IS recognIZed as a problem The other pnnclple IS that of slgmficance
The subordmate may not view the behaVior as be10g sIgmficant or Important We need to let It be
known that the performance counts, that It matters Ignonng the behaVIOr IS the same as saymg that
It doesn't matter

Change or Mamtam
WIth awareness or correction opportunIties It IS necessary for the subordmate to recognIZe that a
change of behaVior 15 necessary Gam10g tillS recogmtIon IS the second objectIve The subordmate
must have a commitment to Improvement If resolution ofthe problem IS to be pOSSIble

Plan of Change or Follow-up
In our function to get the subordmate to recognIZe the need for change and to establISh a method of
achlevmg thIS change, It naturally follows that the third objective IS to denve a plan ofchange WhICh
Will make behaVIOr or performance acceptable The plan should be authored, msofar as pOSSIble, by
the person With the problem However, the plan must meet the cntena we establIsh, as managers, for
bemg acceptable It should spell out WHO IS gomg to do WHAT, WHEN, and HOW to achieve the
change Remforcmg deSIred behaVIOr IS also 10 need ofa plan Remforcement IS not needed for every
example ofgood performance, but systematic follow-up WIth comment IS needed

Respect
Fmally, our feedback sessIOns should have as an objectIve that the subordmate has gamed respect
for us as the boss In other words, we want our results to show that the subordmate does not see us
as someone to fear, someone to hate, someone to blame, or someone to use as a scapegoat, but rather,
someone who IS trymg to be helpful The subordmate should conclude that tlIe boss IS vItally
concerned about hiS or her mterests and future Ofcourse, It w1l1 help Immeasurably Ifwe are vItally
concerned about our subordmates' mterests and futures
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• •
PROBLEM SOLVING

FIELD, PLANT, AND SHOP SUPERVISION

•

•Lue~sl.8 what caused
probkm rather than re
scurchlng problem and
obtlllnlnl{ answer or so
lution

•Recognizes potential prob
lem BrOilS

o o
Unable to Identify or solve
problems that occur In the
performance of the job

o o
Identifies problems but re
quires frequent aSl>lstance
to solve them

o o
Identifies and solves pro
blems with occasIOnal as
sistance from others

o o
Identifies problems and
successfully eUmlnates or
prevents problems with
virtually no assistance
from others

o

Identlflcatlon

•Docs not define problem
before trytnl{ to solve
It

l'

•PolntB out polen\l8I
problemll that a correc
tlve Bctlon for another
problem may cause

~-------------~~~~~~~~~~-----------~~~~M~~~~~~~~
Rurl'l} consldCl!l nlter-
nollve solutlllnb

~
~

Solutlons •Doeb not know whel e to
"qlln to solve II prob
lem

•Can Identify that B
problem exists but hOB
no solution to correct
the altuatlon

•rrolJll'm~ solvl'll wllh
thL OLL/l.,lonul as~I ..llInce
of olh< rs

•Recogmzes problems or
potentlol problems and
successfully ellmtnateb
or prevents the problem
with very tnfrequent
help from other!>



PLANNING & SCHEDULING

FIELD, PLANT, AND SHOP SUPERVISION

•Subordinates sit around
without work to do

•Work Is Impeded due to
mnterlnllperson'lel Im
properly a1locoted

•Moves people to accom-
modate Iyorkload shirts

o (]
Pl8llS and schedules tasks
and projects In most ef
ficient manner, Incorpo
rating contingencies and
bulldiflll' in alternatives

•Identifies all necesssry
sleps In a 1'1 umed proJ
ect snd develops a
schedule which con be
met without having
personnel constantly
workfnlt overtime,•DIvides work 80 lhst no

one Is IeIt Idle

o 0
Pl8lls 8Ild schedules are
effective most of the
time UsuoUy incorpo
rates contmgencles and
builds in alternatives

o

~ ,

o
Makes pl8llS and schedules
but fails to include suf
ficient detail to make
them efficient

o 0
Lack of pl8llnlng 8Ild
scheduUng leads to failure
In the performance of the
job

o

Resourcl" AllocatIOn

•Organh.es work te allow
for completion within
Ihe scheduled time 81
lolled

•Schedules overtime too
late 10 meel dcsdllno

~------.-------~*~~~--~~-----------~~~*~~*~~..~Jobs are nut completed Stays In time schedules ..
withm budget Il/ld re- but oceaslonslly wlU be Pions snd Implementa a
quire excessive overtime led to other jobs wlth- schedule so that scttv-
ond delays In stortlng out consldprlng the Im- Illes that can occur In
other lohs parlance 01 time sched- • parallel do so

•
ulcs

Schedules overtlme esr-
Delays scheduling over- Iy enough that bonch-
lime until schedule Is • marks aI''' still met
crltlcsl •

Malntolns schedule with
Revises schedule many lotol overllme hours no
times before being able more Ihon total time lost
to meet Ihe deadline duc to machine down

lime

Tt4Jle Management

'"~-a •
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ORAL COMMUNICATIONS

FIELD, PLANT, AND SHOP SUPERVISION

•

-'-eSCriheb the problem
h, Lurh teehnlcnl termb
that most people canllol
ullllerotand the situa
tion

~ . 'XPlalns procllces alltl
prOC'edures to subordi
nates In vorloua woys
to Insur(' pralleI' under
slandlng and compli
ance

o Fj rl
Unable to express Ideas
clearly and concisely
Makes no effort to clarify
misunderstandings

o
Sometimes has difficulty
expressing Ideas clearly
and conCisely and clari
fying misunderstandings

••Tnlks In monotone

C1 r:l
Expresses ideas clearly
and concillely most of the
time Can clarify mis
understandings when
asked

Ll L1
Always expresses Ideal>
clearly, concisely and ef
fectively Solicits feed
back to Insure under
standing and clarifies mis
understandings

(j

Diction
toaka too loamy and

ovoids eye ..onloci
'1 '

'llPreuses Ihe SBJDe
thought In two or three
different ways

~ ~~~~~~~~~*~~ ~~*M*~~*M~~M

• ~plaino well bul does
"'['eaves out bome details not explain with exam-
In orally explaining job pIes and/or diagrama 80
10 aubordlnote caualng thai full underatandlng
errors alld lost time may not be presenl

'1'01 Job assignment In
slructlons lead to cor
rect completion of the
look by aubordlnales

~~

Effectiveness

•Subordinate cannol com-
plcte lob aSblgllment
bObed on oral 111
lot ructions of supervl
bor

tew have few
In lobs received
dlo

errors
by ra-



INTERPERSONAL SKILLS

FIELD, PLANT, AND snop SUPERVISION

o o o o o o o o []
Responds Inappropriately
to others and makes little
attempt to Improve
person-to-person working
relationships

Responds appropriately to
others most 01 the time,
but occasionally falls to
cooperate with others

Responds appropriately to
others and always coop
erates to accomplish
tasks

Consistently responds ap
propriately to the needs 01
others Assists In re
solving conCUcts and elic
Its cooperation from
others

•Explains the resson8
behind a decision

•Asslsta others In their
work when requeated to
do so

(1\1akcs a point to dis
cuss non-work sctlvitles
with subordinates show
ing an Interest In them
as people)

i'

s courteous but at
times doesn't show con
sideration and respon
blvencss which results
In complaints from cus
tomers and subordl
nstes

•Co workers try to OVOid
working with thIs per
aon

!Idom cores about oth
er people's I,roblcms,
docs own ob but
unwlUlng to help oth
erll

•Is not responsIve
others needs

•Does not show anger
to pUblicly

• ~ore of the peraonnU-
Allows telephllne collli \0 ty differences between
Interrupt when a visitor teom members and orga-
la In the ofllce nlz8s the team to pre

vent possible conflict

-------------~~W~~~W~~~~-----------_.~~~W~M~W~~
teelves commendations
lor helpfUlness from
olher departments

SensitiVIty

CooperatIOn

'"\'i-- • •
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DECISION MAKING

FIELD. PLANT. AND SHOP SUPERVISION

o o o o o o o o o
Never makes deCIsIOns In
a timely and sound man
ner Constantly requires
assistance

Seldom makes decisions In
a timely and sound man
ner Frequently requires
assistance

Makes timely decisions
which are usuaUy correct,
resulting In positive out
comes Rarely needs as
sistance

Independently makes time
ly decisions that are logi
cal, practical and sound
with positive results

Timeliness

, •(ImperiI" now of WOI k
by , blllmg 011" dc
clslunB )

.tkes 8 prompl decision
once Information has
been gnlhered and pre
Rented

•Makes declslona In time
10 keep the work flow
Ing

•Independently decides
on course of aehon

•Identifies problems bllt
doea nol decide on or
recommend a course 01
llc;Hon

~*M_~*~_*~**_-----------_**_~*~_W~~~~------ _
tnnot make a declblon tea nol mnke 8 decl

'lIon Independently

Self-Rebance

•Decisions are bssed on
company policies and
t1T<ll:edllre~,.basedtkes decisions

011 hearsay

~_~~~_~~w__*_-----------~_~_~_~~~_~*~------------• •Makes a dcclslon based Consldera alternative
011 experience not con- approRches
srderlng new develop
menta

Judgement

~
\



ACCURACY

FIELD, PLANT, AND SHOP SUPERVISION

0 0 0 0 0 0 0 0 n
Work is untidy, Incomplete Work is neat and accurate Work IS almost always Work is oonslstently com-
and Inaccurate with (re- most of the time Oc- error Cree, neat and pre- plete, error free, orderly
quent avoidable errors caslonal errors made when sentable Seldom needs and attractively pre-

project Is large or oom- major redoing aented
plex

•(Rerely has work returned
for correctiollS)

Error Rate
•Does I10t make aU neces-
sery checks and foUow
ups

•(Uses proper Corms and
completes correctly)

• of'

fs normally accurate but
on lerger projects review
Is necessary by someone
et.,e,

•(Working under prea
aure and time con
atralnts work la BtU
accurete )

•ReqUires assistance in de
termming the correctness
or results

Checks Work

~ ~MW~~~W~~~~ ~~*••~*••~••
• It work does I10t mellt

standards, makes sure It Is
Skips task or checking • corrected
orders ir other Job pres-
sures develop thereby sac- Sometimes doesn't proof- •
rlCicmg accuracy read reports for errors Checks that aU work

pa5.1es written code

~ • • •



• •
SAFETY AWARI:NmlS~__

FIELD, PLANT, AND SHOP SUPERVISION

•

o
Highly skilled In Identifi
cation and prevention ot
WlSafe condItions Strictly
enforces safety rules and
procedures

Enforcement

o o
Frequently faUs to enforce
safety rules and lacks
awareness of Wlsafe con
dItIOns In the work envi
ronment

•Does not on fOl ce safel y
rules Tends to "look
the other way "

o o
Sometimes faUs to enforce
safety rules and proce
dures HBS some dIffIculty
Identifying unsafe condi
tions

o

~.

o
Enforces safety rules and
procedures and rarely laUs
to Identify W1Sale
conditions

•Acllons perlormed are
effective and relallvety
safe but are nol alwavs
In the correct sequence
as outlined In company
polley and procadures

o

~

[]

•Strictly enforces sa(ot)
ruleh and procodures

•Followa the correct se-
quence of procedurea tn
an emorKency situation

~

Identlflcatlon

~ ~.~~~w~~_~-----------~~~,,~~**~.~~

• Spots obYlous saldy ~I Decisions Include con-
Does not spot unsate. hozarda but does not 1'1 I I" \ \"(; aideration of safety fnc-
condltlona In working identify potontlal safety "" { I (I. I I I I ..::" tors and the protection
environmpnt problLms - I i of people and equip·

ment
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Human Resource Development
HRD often referred to as Trammg, IS extremely Important for new or present employees
Trammg IS, 10 short, an attempt to Improve current or future employee performance The
followmg specIfic POInts are Important to know about trammg

o Trammg IS the systematic process ofaltenng the behavIOr ofemployees m a dIrection
to Increase orgamzatIon goals

o A formal traImng program IS an effort by the employer to provIde opportunIties for
the employee to acqUIre job-related skIlls, attitudes, and knowledge

o Learmng IS the act by whIch the mdIvIdual acqUIres skIlls, knowledge, and abIlItIes
that result m a relatIvely permanent change m hIs or her behaVIor

:::J Any behaVIor that has been learned IS a skIll Therefore, skIlls Improvement IS what
traImng WIll accomplIsh Motor skIlls, cogmtive skIlls, and Interpersonal skIlls are
targets of trammg programs

The Effects of Training Should Be Measured
The processes and trammg offered should be tested to confirm that It produces the deSIred
end result TYPICal challenges should mclude

o TrainIng valIdIty should be establIshed through a post program evaluatIon DId the
tramees learn slallc::, or acqUIre knowledge or abIlItIes dunng the trainIng?

o Transfer valIdIty DId the knowledge, skIlls, or abIlIties learned m trainIng lead to
Improved performance on the job?

o IntraorgamzatIonal valIdIty Is the job performance of a new group of traInees In the
same orgamzatIon that developed the program comparable WIth the job performance
of the ongmal traImng group(s)?

o InterorgamzatIOnal valIdIty Can a traImng program that has been valIdated In one
orgamzanon be used successfully 10 another firm? These questIOns (goals) result 10

dIfferent evaluatIOn procedures bemg employed to examme what, If anythIng,
trammg and development have accomplIshed

Learning Theory and Training
Smce trammg IS a form ofeducation, some of the findIngs regardmg learmng theory lOgically
mIght be applIcable to trainIng These pnncipies can be Important In the deSIgn of both
formal and Informal traImng programs The follOWIng IS a bnefsummary of the way learnmg



pnncipies can be applIed to job traImng

The TraInee Must Be Motivated to Learn
In order to learn, a person must want to learn In the context of traInmg, motIvatIOn
mfluences a person's enthusiasm for trromng, keeps attentIOn focused on the trromng
activIties, and reinforces what IS learned MotIvatIOn IS mfluenced by the behef and
perceptions of the trainee If a trainee IS not motIvated, lIttle can be accomplIshed 10 a
traunng program

The LearnIng Must Be ReInforced
BehaVIOral psychologIsts have demonstrated that learners learn best With faIrly
unmechate reInforcement of appropnate behaVIor The learner must be rewarded for
new behaVior m ways that satIsfy needs, such as pay, recognItIon, and promotIOn
Standards ofperformance should be set for the learner Benchmarks for learnmg WIll
prOVide goals and gIve a feelmg of accomplIshment when reached These standards
prOVIde a measure for meanmgful feedback

•

The TraInIng Must PrOVide for Practice of the Material
Learnmg reqUIres time to asSimIlate what has been learned, to accept It, to mternalize •
It, and to buIld confidence m what has been learned ThIs reqUIres practIce and
repetition of the matenal

The Material Presented Must Be Meaningful
Appropnate matenals for sequenuallearnmg (cases, problems, chscussion outlmes,
readmg lIsts) must be prOVIded The traIner acts as an aid m an effiCIent learmng
process

The leammg methods used should be as vaned as poSSIble It IS boredom that destroys
learnIng, not fatigue Any method-whether old-fashIoned lecture or programmed
leanung or a challengmg computer game--Wlll begm to bore some learners Ifoverused

The Matenal Presented Must Be CommuDlcated Effectively
CommumcatIOn must be done m a umfied way and over enough time to allow It to be
absorbed

The Material Taught Must Transfer to the Job Situation
The traIner must do her or hIs best to make the traInmg as close to the realIty of the job •
as pOSSIble Thus, when the traInee returns to the job, the traImng can be applIed
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ImmedIately

As each aspect of trammg program desIgn and ImplementatIon IS dIscussed, you Will
see how these learnIng theory pnncipies are applIed Trammg and management
development are closely related to many HRM actIVitIes For example, performance
evaluation proVides the data needed for traInmg Employment planmng decIsIons may
also dIctate the need for added trammg

The Foundation of Training
The most Important determmants oftraInmg are the task to be done and the employees'
abIlItIes and attItudes lfthe current employees have work ethIc attItudes and the skills
needed to do the Jobs, trammg may not be too Important for the organizatIon More
often, because of condItIons m the labor market, the organIzatIon IS losmg some
employees to other enterpnses that provIde better rewards

Job Tasks Are Not Static
It IS also unlikely that the task demands are stable More frequently, because ofvolatIle
technology and market condItIons, theJobs are changmg, reqwnng more trammg so that
employees can meet current effectIveness standards For example, when computers are
mtroduced or new productIon or operatmg technIques are mstItuted, employees must
be retramed

How Management Views HRD
The goals of management also affect trammg and development For example,
organization development programs are likely to be chosen by managers who feel that
full development ofemployees IS an appropnate enterpnse goal The lIDphcanons are
that employee trammg IS a major undertakIng for employers The five most popular
types oftraInmg are new onentatIon, perfonnance appraisal, leaderslup, mterpersonal
skills, and new eqUIpment onentatlOn

Where Are Classes Held
The corporate classroom IS now a grOWing busmess Engmeers can take classes that
could lead to a master's degree Students can now attend classes at therr workslte, watch
satellIte transmISSIOns, and talk With professors Via telephones or electrOnIC mail
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Considering The Cost of Trammg
HR executIves and other managers now realIze how Important and large the
comnutment to traunng IS becommg The consensus accountIng model reported by the
Amencan SOCIety for Trammg & Development helps firms assess the costs and benefits
of therr traImng and development programs The consensus model conSISts of four
steps

1 EstablIsh an orgamzatlOn-speclfic defimtion oftraImng
2 Determme all traInIng cost categones
3 Calculate traImng costs
4 Determme costs effectIveness oftraImng need to be looked at, and traIInng program

evaluatIons must determIne If the program has made a speCIfic contnbution to the
organzzatIon's goals

The Need for Management Support
For traImng to be effective, top management must support It In an open manner
Employees must see that top management IS suppOrtIng traInIng personally and
finanCIally As WIth other HRM actIVItIes, both operatmg and HR managers are
Involved In traInIng

Establishing Training Objectives
Perhaps the smgle most Important element ofa traImng system IS the establIshment of
trammg ObjectIves There must be a reason for thIs, and that IS where we begIn

What Objectives Accomplish
TraInIng eXISts to create change IfnothIng IS gomg to change, there IS lIttle POInt m
trammg If where we are IS where we want to be, we don't have a need to trazn Ifthe
status quo IS okay, we have no reason for lookIng at what we need to tram on Ifwe can
say that what we are domg now IS successful, and we want to contInue It, then we have
lIttle need to tram

However, our operatIOns are rapidly changmg, and the world around us IS changmg
Ifwe are to cope WIth these changes, we have a need to plan some changes ofour own
By creatIvely trainIng, we have the thope ofmeetIng and usmg these changes to our
advantage In other words, we have to tram In order to "keep up" WIth the changes
around us
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We Need a Plan To Create Change
We wIll have to plan m order to create the changes wluch we would lIke to lDltiate
Change IS seldom progress unless It has been thoroughly thought out Tlnnkmg-It-out
IS part ofour trammg responsIbIlIty In summary, trammg IS needed Ifwe are to have

EffectIve performance

By the people who must perform

For deSIred change

Just acceptIng these three pnnclples gIves us the kInd ofphilosophy we need m order
to do some practIcal trammg

Reasons For Objectives
By basIng our traIwng efforts on the prIncIples we've Just lIsted, we can now assume
that we are lookIng at trammg from the same viewpomt It has often been said that the
three central questIons In any effort are
... Where are we now?
... Where do we want to get to from here?
... How do we get there?

These questIons define the common elements of any traInmg we want to do Here's
how

An Analysis of the SituatIOn
Where we are now is of Vital concern when we go to traIn It means that we look over
the present SItuatiOn to see what the Important factors are, before we prepare to tram
We do Task AnalYSIS and AudIence AnalYSIS to find out where we are In terms of
knowledge and skills We express our results as traImng objectIves

What we are domg IS gathenng InformatIon to help us "SIZe up" the SItuatIon We have
to check tlungs out before we can go on to the next element of the trammg system

We Must Analyze the Current SituatIon
Sometlmes we forget that an analySIS of the present SItuatIon IS necessary to our
traImng effort For example, we Jump Into a traInmg seSSIOn before we analyze the
mood, the recent work habIts, the peers, and the attItude of traInees Our plan for
tramlng the employees falls apart because we dIdn't consIder where we were startmg
from What IS worse IS the tendency to gIVe employees trannng Without consIderatIOn
ofwhat theIr present skills are We end up "gomg over theIr heads" or "bonng them to
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death" We wonder why we have faIled It IS because we do not have a basIS for •
decIdmg where we are

Therefore, all trmmng must "take stock" of where we are now The analysIs of the
present SItuatIon wIll revealtwo tlnngs--those tlungs whIch are to be left along (not
traImng needed), and those thmgs whIch need to be changed (trmmng needed) We
separate the two by subtractmg ObjectIves ofperformers from ObjectIves of the Job

Creating Objectives
Once we know where we are, we focus traImng efforts on some specIfic target Ifwe
do not know where we are gOIng, all roads will lead there! (And, It IS qwte likely
that all elements of the orgamzatIon are runnmg down them) Tlus IS Just another way
ofsaymg that we need to set specIfic objectives In terms of end results We have to
look ahead and decIde Just what It IS we want to accomphsh as a result ofour traImng
The objectIves are the purpose ofthe aCtIVity Ifwe have no pwpose, we don't need the
traInmg

ObjectIves Inspire TralDees
ObjectIves also prOVIde a powerful source for motIvatIOn, mspiratIOn, and
coordmatlOn To be effectIve, objectIves must be speCIfic, they must be communIcated,
and they must be understandable to everyone who IS mvolved In the traImng •

Let's look at a couple of examples from everyday hfe Suppose I want to hold a
meetIng With some people Suppose I haven't gIven much thought to what I want to
accomplIsh In the meetIng How can I prepare myself for the meetlng? How can I have
the others prepare? What Will I tell them If they ask why we're havmg the meetIng?
What Will we do In t.1}e meetIng Ifwe don't know what we are supposed to accomplIsh?
How Will we know when we have been meetIng long enough, If we don't know when
we are supposed to stop?

Now, suppose I want to gIve an mstruction to someone (an ElectncIan, for example)
for a work asSIgnment I know what I want to see done---to repaIr the control CIrCUIt
on the conveyor so that the conveyor works agam When I give the asSIgnment to the
ElectncIan, I know why I can steer hun to where he Will work because I know where
the conveyor IS I want fixed I can adVIse lum ofhow he Will know when he IS fimshed
--when the conveyor IS workmg agaIn I can even clheck If he IS done by sImply
watchIng for the conveyor to begm runmng, or to go find out why It Isn't yet runnmg

Termmal TraIDIDg Objectives
SometImes we thmk we are trammg, but we fall to focus on end results We don't have
a clear Idea of what we want to see accomphshed One tlung IS for sure---we can't •
achIeve results very well If we don't know what we're lookmg for If the deSIred end
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result IS fuzzy m our mmds, It Will be even less clear to those who are to be mvolved
ill our trammg sessIons

Clear trammg IS accomplIshed through temunal objectives These Items answer the
questions
CJ What do we want to accomplIsh? and,
CJ Why?

We have to thmk results each tIme we want to plan trammg TIus element IS
absolutely essentIal If we are to mclude the thIrd element

Developing a Strategy and Action Steps
Let's bnng the three elements together With a SImple chagram We start With where we
are. We then establIsh where we're gomg. The mIssmg lmk IS-how we get there

THE THREE ELEMENTS OF TRAINING

1 WHERE 3 HOWWE 2 WHERE WE
WEARE -- GET THERE --- ARE GOING'

TIns element (How We Get There) IS where the real "work" part of the trauung effort
IS In effect, strategy and actIon steps are merely answers to the basiC question, how

In most Instances traImng people to do a work actiVIty reqmres the completion of a
number of tasks When done m the nght order or sequence, the Job gets done more
effiCiently and safely Many ofthe actIVities that we tram people on have well-defined
methods or procedures that have been developed over a penod of years Most of us
learned these through on-the-job expenence We SImply teach traInees the procedures
whIch eXist

In other cases, the HOW of domg the work IS not ObVIOUS The Idea IS to mclude, m
any plan, a detaIled descnptIon of the actIon steps whIch are necessary to get from
where we are to our ternllnal objectIVes It means thmkmg the action sequence all
of the way through, and bwldmg m alternatIve strategIes to ensure that traInees reach
the tennmal ObjectIves
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•Testing Objectives
We WIll want to test our trauung strategIes for the folloWIng charactenst!cs
.. Each one has a test questIon
.. ObjectIves are the common language oftralD.mg
.. Everytlung we do IS based on them

In a Job ObjectIves LIstIng, we lIst what performers must be able to do to perfonn the
Job sansfactonly In Audtence AnalySIS, we lIst what they can presently do When we
subtract what they can do from what they need to be able to do, we get what we need
to tram them to do

In effect, we use obJectlves because they are the only basIS by whIch we can see where
we are, see where we want to get, and keep focused on our target whIle we are gettIng
there WIth these POInts clearly In mmd, we can define Trammg ObjectIves m tenns
of some speCIfic cntena

Criteria of Training Objectives (GAS)
We already know that the common language ofour obJectlves, so far, IS the term "able •
to" Job ObjectIves state "must be able to." Our questIon 15, "Able to WHAT?" To
answer that queStlon, we WIll use the help of three thIngs from our I-P-O analysIs
model We can always remember the three elements WIth the acronym GAS

ObjectIves don't run WIthout GAS

LJ Given (G)
In I-P-O analySIS, we IdentIfied that every operatIon or process reqwres some mput
Inputs are what 15 gwen They are the conchtIons or thIngs wluch have to be present
when the performer IS to do the operatIon

When we analyze tasks, we IdentIfy what IS gwen because It can be assumed to
eXIst too easIly For Instance, we may say to a typISt, "Can you type?" Ifhe or she
says "Yes," we mIght assume that we can plop such a person nght down and get
our typmg done ThIs can prove to be completely wrong It IS entIrely pOSSIble and
qwte probable that we WIll get a drlferent answer to our questIon Ifwe supply what
IS given Look at these dIfferent examples

Can you type, gIven a manual typewnter?

Can you type, gIven an electrOnIC word processor that operates only m the •
memory mode?

GIVEN ------
8
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Can you type, gIven letters that are wntten out longhand?

Can you type, gIven notes that are In shorthand?

In other words, the task or operatIon to be perfonned (typmg) can mean qwte a
dIfferent process dependIng on the condItIons under whIch It must be done
Whatever the performer IS gIven wllI dramatically affect what the
performer IS able to do We can hardly afford to assume the gIven

In another part ofour trammg system, we need to know the gIven In order to have
the nght trmmng matenals aVailable (e g Can you ImagIne tryIng to teach a
lIneman how to chmb poles WIthOut "hooks?")

Fmally, we need to know the gIven In order to test the traInee's abIhty to perform
as needed For Instance, many computer tennmal or keyboard operators would have
great dIfficulty operatIng tenmnals or keyboards from dIfferent manufacturers
because of dIfferences m keys, codes, and procedures So, every tIme we refer to
TrainIng ObJectIve, we Will not assume what IS gIven We WIll make the gIven
explICIt

[j Action (A)
It IS pretty clear by now that an objectIve needs to state the actIon (the actual
perfonnance) that IS expected ofthe performer A reVIew ofthe element of Task
AnalYSIS WIll remind us of what an actIon must look lIke In statement form

For operatIons which are phYSICal actlons that are observable, we WIll nonnally use
the verbs which descnbe what the perfonner does For operatIons whIch are not
observable (mental operatlons) or for deCISIons, we WIll have to state ObjectIves
m tenns ofwhat the performer would have to do to mdicate that the perfonnance
has been done For InStance, If the perfonner must add figures (a mental actIVIty)
we would have to state an actIon to show that the addIng has been done ThIs rmght
be to wnte the sum, to state the sum, to enter the sum through the keyboard, etc

We can conclude that the statement of an objective must Include an action (a
perfonnance) winch IS observable or an action whIch makes the performance
observable

o Standards (8)
The thIrd cntenon for statIng a TramIng ObjectIve IS that of speCIfyIng the
standard(s) whIch must be met by the perfonnance In other words, the objective
states the level of perfonnance that IS necessary In order to be conSIdered
acceptable Completely defined, It means thIs
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A standard IS a predetennmed acceptable level or range of performance based
upon measunng or evaluatmg With a qualItatIve or quantItatIve umt of
measurement

• Predetennmed Acceptable Level
The frrst pnnclple ofstandards IS that they are predetermmed ThIs means that a
decIsIOn IS made before performance as to what level ofperformance Will be
consIdered acceptable TIns serves two very Important purposes

Frrst ofall, predetermIned standards tell the performer what level of performance
to aun for WIthout these standards, the performer IS left With the decIsIon as to
what wIll be acceptable The performer's guess may not be the same as what IS
needed m the job Secondly, predetermmed standards gIve the performer a chance
to bwld m a feedback loop dunng performance The performer checks performance
agamst the standard as work progresses and makes the necessary adjustments along
the way WIthout these predetenmned standards, the performer fimshes the
performance and Waits for an evaluatIon of results Then It'S too late to bwld
excellence mto the work

•

• Measunng or Evaluatmg Performance
Performance standards are necessanly based on some form ofevaluatIon of the •
performance Ideally, the measUflng IS done contmuously dUflng performance so
that adjustments to performance are pOSSIble at any tIme SometImes, ItS IS not
pOSSible to measure wm.le the performer IS domg the Job so evaluatIon of results
IS used For example, It would be Ideal to measure the accuracy ofsomeone's
calculatIons (m therr head) before they wnte errors onto a balance sheet
Unfortunately, '''Ie can't see InsIde theIr head So, we have to Wait untIl after
therr calculatIon IS done and the result IS revealed 10 order to evaluate the
accuracy

Quantitative or Qualitative Measurement of Training
Measunng performance Imphes that there eXIsts urnt of measurement by wlnch
performance or results are measured In many cases, we are qwte famIhar With UnItS
ofmeasurement for performance For example, how many feet and mches chd the lngh
jumper jump? How many pomts did the team score? How many games chd the
volleyball team Win? How much profit, In dollars, did we make last year? Umts of
measure are how we keep track of performance, how we keep score

Some unIts ofmeasure are not as straIghtforward as these quantitatIve examples Some
performances can only be measured m quahtative terms For Instance, how "mce" does •
an employee have to be to a customer to be conSidered "mce enough?" How
antagomstic can a subordmate be before It IS conSidered to be msubordmatIon? How
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neatly does a person have to dress to qualIfy as passmg the "good busmess dress" code?

Even though It IS more dIfficult to evaluate With qualItatIve measures, It IS necessary
We Will SImplIfy our task a great deal by definIng that all qualItatIve measures that we
use must be observable In other words, we Will establIsh that any urnt of
measurement that cannot be sensed (e g heard and/or seen) Will not be acceptable In
practIcal terms, tlus means that we Will not be able to descnbe standards m terms of
"attItudes" or "mentalItIes" or "personalItIes" We Will have to have some way of
makIng our measurements relate to what IS observable (That IS, attItudes are not
observable Have you ever seen one? What color IS It? What shape? How bIg?
However, we can establIsh that "failure to answer the phone, us10g abusIve language
toward a customer, Willfully destroYing property," for example, would constItute
eVIdence of a bad attItude)

Standards Are/Are Not Inherent
Some standards are ObVIOUS to the performer If they are not ObVIOUS on the first tIme,
they are on subsequent attempts For mstance, we have all heard ofthe standard, handle
fire safely For the person who doesn't know what that means, one case ofunacceptable
performance (1 e playmg With fire and gettmg burned) will surely convmce hIm or her
to handle fire more carefully As another example, the standard for fill10g a cup With
coffee IS pretty ObVIOUS when the cup IS full, stop One mess to clean up Will make
It more ObVIOUS

For tralmng purposes, however standards of performance are seldom Inherent 10 the
work or ObVIOUS to the performer The standard has to be delIberately establIshed ThIs
IS done by

.. DeCIdIng on a umt of measurement

.. Predetermlmng an acceptable level or range

.. Makmg certaIn that these factors are eVIdent to the performer, In the statement
of the ObjectIve
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•Model Standards
The kmds ofstandards we may need to state With performance may be m any of the
followmg areas These guldelmes wIll help us determme which standards apply to a
partIcular task or operation
Authonty LImIts

Is approval or authorIty needed m order to begIn or complete the task? For example,

purchase order approval hnuts
(What Are the Authonty/Approval ReqUirements?)

Tlmehness
Is there the lIkelIhood that the task could be perfonned too soon or too late, out ofsequence
or out ofpnorIty? Ifso, are any 111 effects or problems likely? For mstance dally work and
report deadlInes
(When Is the Task to Be Done? What Pnonty?)

Safety
Is there a significant rIsk that someone could be Injured m the nonnal performance of
the task? For mstance, handhng of"hve" equipment, first aId procedures Involvmg
customers
(What are the Safety procedures for the task?)

Quantity •
Is It Important that the task be performed a certain number oftImes, or that a certain amount
ofoutput be produced wlthm a specIfied time? Could It be done too slow or too fast?
(How Much Is Enough?)

Quality
Are there specIfications which must be satisfied m the process or by the end results? Are
there cnterIc.. the performer must meet? Is a specIfic degree of accuracy requITed? For
mstance, does it balance? Is It readable?
(How Good Does It Have to Be Done to Be Sansfactory?)

Procedural
Are there specific procedures or methods showmg HOW the task IS to be done? Would
faIlure to follow procedures result m rISks or misuse, abuse, damage or waste to property
or materIal? For example, secunty and audit procedures
(What are the "How to" procedures?)

Policy
Are there stated polICies or rules covermg the performance of the task? Like operatmg
pohcles or Visitor pohcies
(Which Pobcles/rules apply?)

Professional
Are there speCific prmclples, ethics or "codes ofconduct" which cover the performance •
ofthe task? For example, customer contact practices or dress codes
(Which Pnnclples/ethlcs/guldehnes apply?)
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Model Training Objectives
Here are a few examples

.. GIven a torque wrench, Will tIghten rocker anns WithIn the range of20-30 pSI

.. GIven a backhoe, Will be able to safely chg a trench to meet job and OSHA
specIficatIOns

.. GIven a CRT and a code mdex, Will be able to access a data entry screen
Without promptmg an mvalId code,"lockout" condItIon

So, we know how to state an obJectIve, but we do not necessanly know how to state
a relevant ObjectIve

Sources of Trammg Objectives
We could go on all day statmg objectIves whIch look good and whIch meet the cntena
ofa trammg objectIve However, they may have nothIng to do With what IS needed for
a trammg course To solve thIs problem, we Will look at three probable ways offindmg
and establIshIng relevant trammg objectIves

1. New Development
When we are developmg new trammg matenals we Will be workmg from the results
ofTask AnalYSIS and Auchence AnalySIS

a Denvmg ObjectIves
The Task AnalYSIS produced a JOL (Job ObjectIves LIstmg) whIch shows all of the
operatIons and decIsIOns that a performer must be able to perform for the tasks and Job
to be done satIsfactonly From the JOL we subtract the Items that a performer IS
already able to perform, as shown m our AudIence Descnption That leaves us With
statements of operatIOns and deCISIons that the performer has yet to become able to
do These are the basIS for Trammg ObjectIves

We take the statement ofobservable operatIons and they become the actIon part ofour
traunng ObjectIves We add the given by refemng to the mputs of the Task AnalYSIS
We then add standards to the actIon from the mformatIOn we gathered m Task
AnalYSIS

For operatIons and deCISIons wmch are not observable, we deCIde upon an actIon
whIch Will make them observable We then add the appropnate gIven and standards
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b ObjectIve HIerarchy •
In denvmg Trammg ObJectIves, we wIll find the luerarchy ofsteps from Task A.nalySIS
to be of great value The hIerarchy shows us the sequence of steps and shows the
relatlOnslup of steps to tasks Tlus sequence and luerarchy becomes the basIS for an
ObjectIve HIerarchy Statements of tasks become the basIS for Termmal ObjectIves
Statements ofsteps become the basIS for Intenm ObjectIves For example

Ta~k To replace a battery
TennlliaI ObjectIve GIven a car WIth a faulty battery, and a new battery, WIll be able

to safely replace the faulty battery

Steps
1) To disconnect the old battery
2) To remove the battery bracket
3) To hft out the old battery
4) To set the new battery
5) To mstall the battery bracket
6) To connect the new battery

Intenm Objectives
1) GIven a wrench of the proper SIze, wIll be able to loosen and remove the cables

from the battery temunals
2) WIth the wrench, wIll be able to loosen the retamIng bolts from and remove the

battery bracket, etc

In other words, steps to the task are the actions whIch lead to the accomplIshment of
the task Intenm ObjectIves are the objectIves wluch lead to the accomplIshment of
termmal ObjectIves

Intenm ObjectIves also gIve us prereqwsites They tell us what must be learned and
done before we can learn and do other thIngs They show us the sequence of trmmng
Intenm Objectives are very valuable to us because they allow us to dIVIde our traImng
m bwldmg block segments ConsIder the followmg example

2. EXisting Materials
RealIstically, we may not always develop trmmng from the ground up We may be
asked to update eXIStIng matenal to make It conform to our traImng system When thIs
IS the case, we are often presented With traImng matenals m the form of leader's
outlmes or reference texts that show no objectives Our job IS to extract the given,
actIon and standards from the eXlstmg matenal

3 EXisting Tests
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SometImes, we wIll only have access to the wntten tests whIch are used to test or
qualIfy people In Jobs We WIll not have the traImng matenals because the traInIng IS
done from memory by presently qualIfied employees When faced WIth such a
SItuatIon, we WIll denve the ObjectIve In terms of the gIven, actIons and standards
that apply to the test

Summary on Training Objectives
TraIDlng ObjectIves define what we WIll have to GIVE our traInees as resources for
them to learn the job (from GIven)

Trammg ObjectIves let us know and the traInees know what they are leammg to do and
what they WIll be able to do when traImng IS concluded (from ActIon)

Trammg ObjectIves let us know and the traInees know the level of performance that
IS expected of them In performance of the actIons ThIs allows them to momtor and
adjust therr learmng practIces and It allows us to momtor theIr progress and proVide
(feedback and asSIstance as needed (from Standards)

Where ObjectIves Come from
As stated prevIously, our traImng ObjectIves come from a companson of two factors

1 What IS reqUired to perform? To collect thIs InformatIon we WIll need to conduct
a Task AnalYSIS ThIs IS our method ofdefimng the tasks that must be performed
by a job holder The next module of this program WIll be dedIcated to JoblTask
analySIS

2 We must determIne what an audIence already knows about the tasks to be
performed If the audIence already knows who should do what, when, where, why
and how, traJ.mng IS not needed However, If there are gaps between what the
audIence knows and can do and what the job reqUires, we create our objectIves
Module Three of thIs program IS dedIcated to AudIence AnalYSIS
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•
Task Analysis

Our key to establIshIng an effectIve HRD system IS our abIlIty to look at work areas as
"systems" A system, accordmg to the dICtIOnary, IS a "combmanon of parts m the
whole, an orderly arrangement accordmg to a body of prmclples, a method of
transactmg busmess " By these tenns, we should have lIttle dIfficulty VIsuahzmg all
of our orgamzatlOn as a "huge system" WIthIn that bIg system are a multItude of
progreSSIvely smaller systems or subsystems We nught VIew It as follows

Gas Operation System Public Affairs System

Customer Relations System•
Finance System Legal System etc

Electnc Operation System

•

The overall system IS a combmanon of parts whIch are systems m and ofthemselves
We may be used to calling the parts "dIVISIOns" or "departments." Each one eXIsts
as a system WIth a purpose that supports and contnbutes to the purpose of the overall
orgamzanon We mIght also notIce that each system mterlocks With other systems
m order to make up the whole The pans do not eXIst m IsolatIon, they are
mterdependent, mterdependency IS part of the defimtIon ofsystem

Of course, lookmg at the overall system IS not of much practIcal value for us
Individually, we are not lIkely to be responsible for the whole orgamzanon We Will
have to narrow our focus to progressIVely smaller systems untJI we get to those we
work ID Let's do It m stages WIth thts example

Field Reporting

Customer Information System

Production Support System

Thts stage gets us down to systems that are recognIzable An additional step gets us

17



,...
down nearer the Job level

( AssIstant DIrector System ~ Collection Clerk V System ")
"[ SupervIsor Mall Receipts System U CollectIon Clerk IV System

AssIstant supervIsor system () ReceIving Clerk System Qetc )

l Collection Utility Clerk System f Office Apprentice system )

•

Understanding Jobs and Tasks
At tlus pomt, we should be gettmg the Idea behInd tlns entIre program What we are
trying to do IS take a closer look at systems and theIr elements untIl we get down
to the factors we can do somethmg about. Here IS how we WIll progress

o We WIll begm at the mdIVldual]ob level We WIll perform a Job AnalysIS. Job
AnalYSIS IS where we Isolate eachjob's tasks

o We WIll break each task mto the sequence of steps that are necessary to
complete It, tln.s we WIll call Task AnalysIS •

o We WIll dIVIde each task mto Its elements Inputs, Processes, Outputs, Tngger
Events, Cutoffs and Feedback TIns we call TASK DETAILING

o We WIll analyze each element to the level that IS necessary to Identify what we
WIll need to do to get someone to do It properly

Insofar as possible, we WIll use everyday language and keep the mtroductIon of new
termmology to a mmnnum Where we do use new terms, we WIll do so to aVOid
confusIon over chfferent perceptIons and VIews We WIll define each term as we go An
overvIew ofour focus would look lIke tln.s

A Job as a System
Our begmnmg pomt In analySIS IS to look at JOBS

I-P-O, T/E,C/O,F
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•

Jobs are More Than Responsibilities
The method ofanalYSIS we use begms on fannlIar ground WIth the Idea ofJobs All of
us have Jobs to do Our OrgamzatIon hIres people to do Jobs Some ofus get machInes
to do Jobs We have "Job descnptIOns " Bosses often make Job assIgnments All of
these uses of the term 'Jobs" are okay for our dISCUSSIon What we are gomg to do IS
learn how to analyze ourJobs, the Jobs ofpeople, and the Jobs ofthe machmes that we
use

Each tIme that we have a Job to be done, we are actually recogmzmg two mgredients
m Jobs performance and results Jobs consIst of some actIon bemg taken by people
and/or machmes m order to produce some end results In other words, we recognIze
that we have to have some work actIon In order to achIeve results, we are pnmanly
mterested m haVIng results, but we cannot have them WIthout actIon (the performance)

Jobs Consist of PerformancelResults
We take a large step m ImproVIng our analytIcal abIlItIes merely by thmkmg ofall Jobs
as a set of performance and results A performance/result statement WIll be called a
task. If the statement IS only an actIon or only a result, It cannot be called a task

We do have to be careful because It IS qwte common to fall mto three easy traps 1) to
thmk ofJobs m terms of"responsIbIhtIes" or 2) to thInk m terms of "performance" only
or 3) to thInk m terms of "results" only We want to thmk m terms of "tasks" for
purposes of analyzmg them To dIstmgwsh among the four terms, we WIll use some
definItIOns

o Responslblhty
A descnptlOn of why a Job eXISts, the reasons or purpose for a Job
ResponsIbIlItIes may be stated m terms of actIOns, results or traIts
ResponsIbIlItIes usually encompass several tasks or none at all

o Performance
A descnptIon ofwhat IS actually done m order to fulfill the responsIbIlItIes of
a Job Performance IS speCIfic behaVIor or actIon and IS descnbed WIth an
actIon verb

o Result
A descnptlOn of the effects of performance m the Job Result descnbes what
you have after the actIon has been taken the product of the performance, the
observable outcome

o Task
A statement of a performance and ItS result
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Our problem IS to be able to segregate statements of responsibIlities, performance and •
results For mstance, a manager IS responsible for "mamtammg morale ofhIs or her
people" However, that phrase does not descnbe what managers do They may perform
any number ofactions m order to accomplIsh that responsIbIlIty They might "answer
employee questIons," "give each employee praIse when It has been eanled," "traIn
employees m the skIlls oftherrJobs" and so on

Results descnbe the state of the SItuatIon after perfonnance For example, "the
employee has all questIOns answered sansfactonly," or "the employee IS fully
competent m all tasks for the Job"

From these examples, we should be able to sort out tasks from general responSibIlItIes
and from statements whIch show only performance or only results ConsIder each of
these statements and deCIde whether It IS a task, results, performance or
responsibIlity

(1) MaIntaIn a neat appearance
(2) Talk to customers
(3) Type all outgomg letters
(4) Complete a new account form accordmg to procedures
(5) ThInk
(6) Tram an operator to properly operate the computer termInal
(7) NegotIate a SUItable payment plan for the dehnquent account
(8) Commumcate thoroughly
(9) Be honest
(l0) SupervIse employees

Check agamst these answers

(2) and (5) are performance only
(9) IS a descnptIon ofa state, we cannot tell If someone IS honest unless we observe
them dOIng somethIng
(l), (8) and (l0) are responsibIlItIes Each one IS very unclear about what IS actually
done and none of them descnbe outcomes or results
(3), (4), (6) and (7) are tasks, the performance and results are eVident In the statements

•

Tasks Are PerformancelResult Statements
To further help us descnbe tasks accurately, we can use these guldelmes
Tasks answer the questIons
o What are you gomg to do?
o What do you want to accomplIsh by domg It?

Tasks take time and have speCific controls, standards or deadlmes (ResponslbIhtles •
are ongomg)
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•

o Tasks are observable (can be seen or heard) Even where the performance IS
mental (e g decIde) the result of the performance IS observable, or It can be
made observable

o Any legltunate responsIbIlIty can be broken down mto the tasks wInch are
necessary to accomplIsh It

o Sometunes the result of the task may be commonly understood WIthout bemg
stated (e g "Plant a tree" ImplIes a senes of observable results whIch are
usually well known to persons who have that task to do

SimIlarly, "Copy thiS report for me" IS the asSIgnment of a task wluch ImplIes the
result, a legIble copy)

Job AnalySIS Can Be Done At Three Levels
Our first step IS to descnbe aJob In terms of Its tasks Tasks are performance/result
statements The process of descnbIng Jobs In terms of major tasks IS called Job
AnalySIS

a Job AnalySIS
The procedure for completIng a Job AnalYSIS IS
Step 1 Select aJob pOSItIon not descnbed by aJob tItle or Job descnpnon

Step 2 List all of the major tasks that a person In the pOSitIOn would normally be
expected to do

An example ofa Job AnalYSIS follows

POSItIon Departmental Secretary

Tasks
0
0
0
0

0
0
0
0
0

• 0

0

Types all outgOing correspondence
Answers unattended phones (Handles the caller's concern )
Prepares and!or mamtaIns correspondence files
DetermInes what office supplIes are needed Orders office supplIes Inventones
office supplIes
Venfies budget charges
Prepares departmental budget report

ObtaIns servIce on office eqUIpment
Dlstnbutes incoming mall
Prepares manager's correspondence (Includmg edIting)
Arranges accommodatIons, facl1ItIes and travel arrangements for departmental
meetIngs

MaintaIns departmental project log
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Whether or not we agree With thIs descnptIon of a departmental secretary's job IS not •
Important What IS unportant m domg a job analysIs IS that

.. each statement should make sense,

.. each statement cannot be a broad, general statement (lIke, "Have good customer
relatIons"), but speCIfic performance needed to achieve such things as good
customer relatiOns

.... each statement should represent one and only one sigruficant task related to the
jobts purpose, not an IDSIgmficant task (hke, Itclean up your desk at mght") and not
multIple tasks

.. all sigruficant tasks of the job should be lIsted

From a complete lIstIng of tasks (Job AnalYSIS), we can go to the next step of our
analytIcal process, that of Task AnalySIS

Task AnalySIS
The process of Task AnalYSIS mvolves descnbmg each task m terms of the steps
needed to complete the task For example, we mIght analyze one of the tasks of the
secretary

Task Type all outgomg correspondence

Task AnalYSIS (Task Steps)

o Type letters from draft copIes or from dIctatIng eqUIpment
o Proofread the typed copy
o Correct any spellmg or grammar errors
o SubmIt letters to ongmator for approval and SIgnature
o If approval not receIved, make needed changes
o Upon approval, select appropnate envelope and forwardmg method
o Address envelope
o Insert correspondence
o Apply postage, If necessary
o DepOSIt In outgOIng mall contamer

The Task AnalYSIS should ItemIZe all of the steps that are a sigruficant part of the task

•

The Sequence of Steps
SometImes these steps Will be m a necessary sequence For Instance, a letter has to be •
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•

•

typed before It IS proofed and sIgned, before It IS mserted mto an envelope We Will
want to complete our Task AnalYSIS by puttmg steps m sequence, where thIs IS
appropnate

At tImes, the steps are not m sequence, but are done m any random order For example,
It may not matter whether the envelope IS prepared before or after the letter IS proofed
or Signed The steps are done at drfferent tunes, but not necessanly m a fixed sequence
Our thud step should leave us WIth only one unanswered questlon How do we know
If we have broken It down m enough detaIl?

Task DetailIng
The amount ofdetail that we need IS dependent upon the purpose ofour analysIs The
Job AnalysIS level may be satisfactory for explammg the Job to an expenenced
secretary who IS fillmg m for ours, who IS on vacation The Task AnalysIS level may
be necessary for trammg a new employee on the department's procedures, assummg
that the employee has some secretarial trammg A much more detailed level Will be
needed (the Task Detalhng level) If we have to teach a neophyte how to type Task
DetaIlmg requires another step m analysIs To explam what these terms mean, let's
begm With an example of a task step bemg detailed mto operations and deCISIons

Task Step Type letter

Task DetaIls (Operations shown With "0", DecISIOns "0")

(0) Locate red "ON-OFF" SWitch

(0) Turn typewnter on by pressmg "ON" Side of red SWitch

(0) Determme type of paper needed for correspondence (plam, mter-office,
letterhead)

(0) Obtain necessary paper

(0) Insert paper under platen oftypewnter from rear, face down

(0) Tum platen m dIrectIon oftop-back, bottom-forward

(D) When leadmg paper edge reaches mdex guIde, stop

As we can see, Task DetailIng IS really gettmg aJob down to the mtty-gntty We are
mcludIng It m our analySIS skills because It IS necessary when we tram new employees
how to do tasks, or determme why some operatIon Isn't workmg the way we want It to
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Task DetaIlmg IS lIke Task AnalYSIS m that we have to be careful to put operatIons and •
deCISIon m the proper sequence, when needed We would nonnally complete the
process of Task DetailIng by merely IIstmg the operatIons and deCISIons There may
be tImes, however, when we wIll need to change our method ofdetaIlmg m order to
accommodate "loops" and "branches", or to test and prove that we have accurate
operatIOns, deCISIons and sequence Our test or proof of Task DetaIlmg IS m Task
FlowchartIng

Task Flowchartmg
To be able to flowchart a task IS an added sIall that has value It allows us to visually
dIsplay the operatIons and decISIOns ofsteps m a task Flowchartmg IS not dIfficult It
sunply means that we substItute some standard symbols for words m a structured way

Please refer to the flowchartmg conventIons at the end ofthIs module

The tests ofwhether our flowcharts are of good qualIty are

o Does It make sense?
o Can It be followed through to a logical conclUSion along every path and every

branch?

o Is there a way out ofevery loop?
o Does It Include every deCISIon whIch IS lIkely to be a part of the steps In the

task?
o For every operatIon, has the "What If ?" test been perfonned and accounted

for? ThIs means, What do we do Ifthe operation falls? What alternative, Ifany,
It there?

Ifwe become skilled at Task Flowchartmg, we can use It mstead ofTask DetaIlmg to
get tasks and steps down to therr most detaIled level

When to Break Jobs down by Analysis
It IS eVident to most people that these analyses can be a great deal of work We Will
want to mvest the tune that IS necessary In domg analySIS, but we do not want to waste
our tIme on unnecessary detaIl It IS helpful to have some Idea, ahead of tIme, as to
what level ofanalysIs IS appropnate Fortunately, there are some gUIdelmes whIch are
farrly accurate and generally applIcable The gUIdelInes relate to the reasons we have
for domg an analySIS In the first place
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OrganlZlDg - Job AnalysIs
When we are concerned W1th makmg "orga..'11zmg" decISIons, \Ve wIll probably want_
to analyze jobs Into tasks TIns IS done by Job AnalySIS A complete lIstmg of tasks
allows us to combme or separate tasks, pnontize tasks, or Isolate tasks We could use
tlus mformatIOn m order to

o Prepare new Job Descnptlons
o ReVIew Job Descnptions to see that they accurately descnbe what the job

performer does (actIOns) and IS accountable for (results)
o Reduce "overloadmg" m some jobs, we remove dISSImIlar tasks
o ElImmate "underloadmg" m some jobs, we add SImIlar and related tasks
o To plan and schedule jobs or tasks m a project Here It IS essential that tasks be

prepared m explICIt terms m order to schedule and sequence actIVItIes
o Make "job ennchment" deCISIOns by addmg to jobs the tasks whIch expand or

challenge capabIlItIes, the tasks which gIve the performer more control ofjob
results, and the tasks whIch make "whole" jobs ThIs may mclude "vertIcal
loadmg" (more responsIbIlIty and authonty) or "honzontalloadmg" (more tasks
ofa related nature m the flow ofwork)

o EstablIsh job pnonties so we mIght manage our own tIme and that of our
people We want the more Important tasks Identified or rank-ordered

a Do an effectIve job of delegatIng DelegatIng does not mean to "dump"
responsIbIlIty, mstead, Job AnalYSIS IS used to accwately Identify the tasks
which are bemg delegated Job AnalYSIS also helps deCIde whIch should be
delegated

o Give effectIve mstrucnons and mformatIon These are most effective when we
make clear the performances that are needed and the results that are expected

o Conduct "Performance Management" Here we use the breakdown ofthe job
mto tasks to accurately Identify what IS done well, what IS adequate, and where
weaknesses m performance eXIst ThIs, m turn, makes our mterventIon plans
and expectatIOns for Improvement much clearer

o Change job structure A careful analYSIS ofall ofthe necessary tasks Will Insure
that necessary results don't"shp through the cracks .. ThIs careful analySIS IS
espeCIally Important when jobs are reasSigned across department or dIViSion
lmes, or when reasSignments are made up and down the hierarchy

Orgamzmg mcludes makIng deCiSIOns about who wIll do what It IS most helpful to
know what must be done (tasks) m order to organIZe m an effiCient and effective
manner OtherwIse, an organIzation can arbItrarIly asSign unclear responsibIlIties to
Incapable people or to those who are already overloaded WIth pnonty work

Procedures - Task AnalySIS
Procedures are the "how to" of any organizatIon Whether they are mformal (carned
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around m peoples' heads) or formalIzed m a comprehensIve "procedures manual," they •
defme exactly how Jobs are to be done Many procedures are necessary because of
safety, secunty or legal reasons They are essentIal Other procedures define the steps
of domg tasks These can be dIscovered by a thorough Task AnalYSIS The results of
the Task AnalYSIS may be used to

o Prepare new procedures m a formal way
::J ReVIew and update formal procedures
LJ IdentIfy flaws or gaps 10 the process1Og of work or work flow
LJ To spot job condItIOns that 10terfere With work or work flow
LJ Tram new employees m how to doJobs Tram eXIst10g people m how to handle

new tasks Determme speCIfic knowledge or skIll defiCIencIes
o Implement new polICIes or systems
o To establIsh practIce and feedback opportunItIes

Task AnalYSIS IdentIfies the necessary sequence of steps so that tasks are done 10 the
most effiCIent, safe, and secure way Task AnalYSIS IS a very useful skIll for those of
us who have to gIve others procedures or who have to lIve With the procedures that
others ongmate

3. MechanIZatIon or Troubleshooting - Task Detailing
There are tImes when we may have to dIg deeper mto tasks and steps Task DetaIlmg
may be In order Task DetaIlmg breaks tasks mto theIr mdividual operatIOns and
deCISIons Task Flowchartmg IS a SUItable SubstItute wlnch mvolves dOIng the same
thIng We wIll need to know about task detaIls when we have the follOWIng thIngs to
do

o When we want to mechanize, computenze or otherWIse automate a task or a
Job

o When we are called upon to asSIst m troubleshootIng an automated system
o Ifwe are Involved m programmmg a computer or an access tennmal
o To tram someone new m the detaIls of the task To pmpomt the source of

Improper InCentIves
o To desIgn job aids or traInmg aids
o To establIsh proper mcentIves
o To deSIgn forms for data collectIon or data transfer To audit eXIstIng forms for

accuracy and relevance For any type of paperwork sunplIfication project To
define report format or forms

o To troubleshoot eqUIpment or hardware problems
o To create or update procedures to reflect partIal automatIon

•

Task DetaIlmg and Task Flowchartmg are our ways of gettIng down to the rutty-gntty •
ofjobs When It IS necessary to get to the level of the person or machIne that does the
job, we do Task DetaIlmg
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• Levels Correspond ID a General Way
We have probably recognIzed that lower levels ofan orgaruzatIon are closer to the day
to-day work than theIr bosses Lower levels have to know more ofthe detaIls There
IS a close relatIOnshIp between the levels m an orgamzation and the level ofanalysIs
skIlls that are blcely to be reqUIred The followmg chart Illustrates the relatIonslup

SKILU MAY CORRESPOND TO LEVEIS

SKILL USED TYPE OF DECISION MANAGER LEVEL
OR ACTION

JOB ANALYSIS
o~anlZJng

UPPERDeegabng
Evaluating

-- - - - Procedures ___DOLE
TASK ANALYSIS Training OR

Implementabon STAFF

Computerizabon FIRST LEVEL
TASK DETAILING MechanlZ8bon SUPERVISOR

Paperwork OROJT
Troubleshoobna EMPLOYEE

There are bound to be many exceptIons to thIs chart, but the pnnciple WIll hold true m
most organIzatIons

• How to Analyze
We do have another practIcal factor to consIder We need to deCIde whether the
analyses are always done by ourselves, or by others, or by some combmatIon We can
choose by exammmg the possIbIlItIeS and therr respectIve advantages and
shortcommgs

There are five basIC pOSSIbIlItIes
o Sunulatlon of the Job.
o Content AnalysIS
o Observation of someone domg the Job
o Intervlewmg those domg the Job.
o Surveymg the Job performers With a questionnaire

These methods get more complex as we move from SImulatIon to surveymg We WIll
want to use the method that IS least complex and yet gives us the mformatIon we need

•
Simulation
In thIs method, we try to mentally put ourselves m the place of the perfonners and
descnbe them as they are (The real danger here IS that we may be descnbmg them as
we perceIve them) Ifwe have done the Job they are domg, and we know them qUIte
well, we may be able to descnbe them and therr Jobs very accurately for our purposes
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Content AnalysIs
Content analYSIS IS the process of revIeWing all of the documentatIon assocIated With
a Job In order to detenmne what the Job IS Fonnal Job descnptIons, pohcIes,
procedures, fonns, fonnats, specIficatIons, books or artIcles about sInular Jobs and
other such "content" are analyzed The nsk IS that we only get a "theoretical" VIew of
how the Job IS done

ObsenratJOn
In tlus method, we observe perfonners at work, dOIng the Jobs we need to analyze If
we see them haVIng dIfficulty or dOIng thIngs we don't understand, we can ask
questIOns We fill In all of the blanks by SImUlatIon The problem IS, we can't see
mental actIvItIes and we may fill In mcorrectly

•

Intenrlew and/or Focus Group
A fourth method IS to conduct mtervIews In whIch we get performers to descnbe the
Job and how they do It ThIs takes tIme and they may not be completely honest
However, we can venfy and It IS likely to define how the Job IS really done The best
way to mtervIew IS "one on one" ThIs way we can control the tendency ofperfonners •
to concur ("Me too") on maccurate statements

Sunreymg
The final method serves the same purpose as an mtervIew, but gets to more people,
faster It IS bmited In that It does not mclude gettmg reactIons and askIng follow-up
questIons

Generally spealang, we Will want to start With SImulation and go to the more complex
ways only as we need them We recognIze that m SImUlatIon, we would be domg the
analYSIS m our heads In Content, we do It by readmg and VieWing documentatIon In
ObservatIon, we would be observmg and follOWing-up With questIons In IntervIewmg,
we get the performers of the Job to answer questIons like the follOWing We should
note that the more we mvolve the performers of the Job In the process, the more likely
It IS that we Will get accurate mformatIOn We Will find out the way the Job really IS
done, rather than the way we thInk It should be done

o What do you do?
o How do you do It?
o Why?
o Why else?
o What preparations do you make?
o What Signals you to start? •
o How do you know when you have done It well enough?
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0
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0
0
0
0

0
0
0

Where does the (Input) come from?
Where do you get what you need In order to do the job?
What do you produce?
What happens before you get the job?
After? What resources do you use? What reference matenal? How do you
check the work?
Who else checks?
What do you look for when you are checkIDg?
Show me what a good Job looks like
Demonstrate that for me

Run through the job, step-by-step
What dIfficultIes do you have dOIng the job?
What aspects of the job do you not understand?

•

•

These questIons, and others lIke them, WIll produce the mfonnatlOn we need to prepare
task lIsts, task steps, task detaIls or flowcharts

Summary of Task Analysis
To make effectIve mterventIons, we have to make our actions specIfic We have to
Isolate the areas where actIon IS appropnate We need the skills ofJob analysIs We
need to be able to break. thIngs down m order to see where we want to make changes

Every other profeSSIOn m the world does the same thmg Doctors dIagnose therr
patIents by makIng pomt-by-pomt checks, separatIng blood, tappmg spmal flUIds,
measunng bramwaves, etc Dentists look mside the Jaw and teeth With x-rays Lawyers
pIck apart the eVIdence and research the common law to develop theIr strategIes
MechanICS tear down the carburetor, or engme, or transmISSIon m order to find the
problem and fix It, or, they may use electrOnIC analySIS eqUIpment to "see msIde" the
parts

If we are to become skilled at managmg perfonnance, we need to become skilled at
deciphenng how Jobs are done The better we can "see InSIde" the Jobs which are
WIthm our responsIbllIty areas, the better we Will be able to apply appropnate
technIques With pmpomt accuracy to achIeve the perfonnance levels we deSIre
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Audience Analysis
For any audience or potentlal audience of a tranung program, It IS valuable to have a
"feel" for the people who Will attend There are two sIgnIficant benefits to
understandIng our audiences

1 We Will know that the content of any tram should address Itself to the difference
between what perfonners are able to do when they come to the job and what they
are reqUIred to do to perfonn the job satisfactonly Therefore, provIdmg relevant
traInmg Involves finding out what the perfonners are able to do now

2 Iftrammg IS needed, It Will help In the deSign oftrammg and Its presentatlon, Ifwe
can target our words, matenals, presentatlons and admIDlstratlve practlces to the
speCific traInees In other words, we want to create a fit between the traInmg and
the tramee

We already know what we expect to gam by analyzing an audience for the first
purpose We need a fairly accurate descnptlOn of the knowledge and slalls of the
performers We know that we can compare thIs to the JOL we develop In a Task
AnalysIs

How to Describe an Audience
To make our job of Audience AnalysIs somewhat easler, we are gOing to jump ahead
to extract the cntena from the deSIgn and presentation sessIons Wlnle we Will not go
mto them m depth, we Will Illustrate them suffiCiently well so that we can deCide what
mformatlOn we need to know about the audience

FIrst, In the deSIgn of traImng, there are SIX basiC reqUIrements for the selectlon or
development of tranung matenals These reqUIrements are shown on the next page
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The training should have Regardmg the Audience

1 An Adeauate Exnlanatlon -for the trarnees

2 Lanauaae That IS Understandable -by the traInees

3 ExamDles That are Accrocnate -to the trarnees

4 Skills and Knowledne That are Relevant -to the lobs of trarnees

-related to the drfficulty
5 Adequate Practice of leamrng that trarnees

are IIkelv to practice

6 Appropnate Feedback and Feedback -for the caliber of trainees
Mechanrsmas and their atbtudes

In the presentatIon, our technIques, medIa, and strategIes WIll be selected based on
1 The tramee attitude toward the traImng subject

2 The traInee attItude toward the tratner, the Company, the job, and the traImng
learmng environment

3 The needs, concerns and mterests ofthe traInee wlnch can be appealed to and met
for purposes ofexplanatIon and persuasIon

4 The language preferences and abIlItIes of the traInees

5 The readIng ablhty, attentIon span and thought process (lOgIC or mtuItIve) of the
traInees

6 The physical charactensncs and abIlItIes of traInees as related to manual slalls

7 The time avaJlabdlty and tIme pressure oftraInees

8 The "turn-ODS" and "turn-offs" of the tratnees

To make deCISIOns m deSIgn and presentatIon, we need InformatIon on these areas
ObVIously, we can't come up to a potentIal traInee and ask, "How much practIce are
you gomg to need m class m order to be able to perform?" We WIll have to have some
other way We have these ways from wlnch to choose

Methods of ConductlDg Audience AnalySIS
There are four ways to conduct an AudIence AnalYSIS
• SImulatIon of theIr job
• ObservatIon ofthem domg the job
• IntervteWIng them
• Surveymg them WIth a questIonnaire

These methods get more complex as we move from SImulatIon to surveyIng We WIll
want to use the method that IS least complex and yet gIves us the InformatIon we need
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SimulatIOn
In tlus method, we try to mentally put ourselves m the place of the performers and
descnbe them as they are (The real danger here IS that we may be descnbmg them as
we perceive them) If we have done the Job they are domg, and we know them qwte
well, we may be able to descnbe them and their Jobs very accurately for our trmmng
purposes

ObservatIOn
In thIs method, we observe them at work, domg the Jobs for wluch we are consldenng
trammg Ifwe see them havmg difficulty or domg things we don't understand, we can
ask questions We fill m all the blanks by SimulatIOn

Interview
A thIrd method IS to conduct mtervlews m whIch we get them to descnbe the Job and
themselves as they see themselves

Surveymg
The fourth method IS to serve the same purpose as an mtervIew, but gets to more
people, faster It IS lImited m that It does not mclude gettmg reactions and askIng
follow-up questions

Generally speakIng, we Will want to start With SImulation and go to the more complex
ways only as we need them However, to demonstrate what should be mcluded m our
search for Information, we Will use the IntervIew method We recogmze that m
SImulation, we would be answenng the questions m our heads In Observation, we
would be answenng the questions by observmg and follOWing-up

What We Look for in Audience Analysis
We Will approach our search for InformatIOn by loolang at SIX areas

Knowledge and SkIlls
We need to know what knowledge and skIll the person has Smce we are already
familIar With Task AnalYSIS, we know what we are after We find out by gettmg
answers to questions lIke this

What do you do?
How do you do It?
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Why?
What else?
What preparatIons do you make?
What SIgnalS you to start?
How do you know when you have done It well enough?
Where does the (mput) come from?
Where do you get what you need In order to do the job?
What do you produce?
What happens before you get the Job?
After?
What resources do you use? What reference matenal?
How do you check the work?
Who else checks?
What do you look for when you are checkmg?
Show me what a good job looks lIke
Demonstrate that for me
Run through the job, step-by-step
What dIfficultIes do you have dOing the job?
What aspects of the job do you not understand?

These questIons, and others lIke them, Will produce a lIstmg of what the person
does We can compare It, later, to what others say and to a JOL we denved some
other way

Interests In Life
To determme where the mterests of traInees lIe, we would ask questIOns along this
line

What part ofthe job mterests you most?
What do you do In your spare tIme?
What are your goals With the orgamzatIon?
When do you plan to accomplIsh your career goals?
What are your hobbles? What organIzatIOns are you partlclpatmg In?
What readIng matenals do you read?
What do you do on vacatIon?
What CIVIC actIVItIes do you partICIpate In?
What sports mterest you? In whIch do you partICIpate?
What are your pnontIes In hfe?
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Apparent MotlVatlOnllncentlve Response
To find our what the performers lIke or dIslIke m terms ofmotIvatIon, we mIght
ask

What factors do you feel are most Important m evaluatmg your success In the
Job?
What aspects ofthe work do you lIken
What bothers you about the Job?
What aspect of the Job provIdes the most excItement and challenge to you?
Why do you do thIS work?
What turns you off?
What problems do you have m gettIng the work done?
Where are your bIggest obstacles?
Descnbe your most satIsfyIng achievement
"What kInd of people do you respect?
What aspects ofworkmg relatIonships do you partIcularly lIke? Dishke?
"What has been your most frustratmg event In this Job?

Probable Attitude
Searching for infOrmatIOn about attItudes Will usually be hmited to attItudes about
the company, the Job, traInIng In general, and the proposed trmmng specIfically

What company tramIng have you been Involved In? How helpful has It been?
What do you partIcularly lIke about classroom trmmng? On-the-Job traInmg?
How helpful are others when It comes to learmng newJobs?
What cntena \\-ould you use to descnbe "good traImng?"
Where has tramIng let you down m the past?
What can trmmng help you on?
What traInmg IS needed by others In your department? Why?

PhySical Abilities
We would need to know about phySIcal capabIlItIes when the trmmng IS m an area
reqUlnng specIfic manual skIlls or phySIcal qualIficatIons We mIght ask

When do you do your best work?
What seems to tIre you our the most?
What do you do for exercIse?
What aspects of the Job are the most stressful for you? Why?
What parts of the Job can you not do?
What are your phYSICal lImItatIOns?
What handIcaps or mJunes do you have which mterfere With your work?
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What Jobs can't you do?
Whatjobs can you do?
When do you feel your best?
How many hours a day do you work?

Education and Experience
TIns area IS where we find out mfonnatIon about perfonners' general background,
knowledge and expenence QuestIons lIke thIs work well

What IS your educatIOnal background?
What were your easIest subjects?
WInch were the most chfficult?
What tramlng have you receIved?
What Jobs have you held?
WInch eqUIpment have you operated? Descnbe how you chd that Job
What aspect ofthat Job presented problems for you?
What do you do to develop your own abIlItIes?

We Will use these examples to further define what we are lookIng for and how we
look for It We Will contInue usmg the mterview method as our way of
demonstratmg what IS needed

Data Gathering
We can make our data gathermg efforts more productIve by paymg attentIon to three
stages ofour fact-gathermg conversatIons We Will have to prepare adequately, conduct
appropnately and follow-up relIgIOusly Here IS how It Will work to our benefit

Prepanng
It wouldn't hurt us to reVIew some ofthe basIC elements ofplanmng as we prepare for
a fact-gathenng mterview In effect, we Will want to "thInk through" each mterVIew
SItuatIOn before we get 1Ovolved 10 It ThIS applIes equally as well to a senous, two
hour, face-to-face meetmg as It does to a two-mmute phone conversatIon Rather than
detaIl the elements of planmng, we Will make the assumptIon that each of us has
enough ofa grasp of those elements to follow along Here we Will concentrate on the
peCulIarItIes of fact-gathenng SItuatIons

•

•

SettIng Objectives
There IS lIttle pomt In entenng mto a fact-gathenng conversatIon If we have not
deCided what we want to find out It IS essentIal that we know what we are after before •
we take up someone else's tIme Usually, thIS IS a SImple matter of ask10g and
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• answenng the 5 "W's" and the "H"

WHO
WHAT
WHEN

WHERE
WHY

HOW

Who WIll I get mfonnatIOn from?
What mfonnatlon do I need?
At what tlme and for how long WIll I reqUIre tlns other Person's
attentlon? Is there a "better" time?
WIll I call, or go see the person, or have the person come to me?
Do I have a good reason for bothenng tlns mdlvldual? Can I adequately
explam my reasons?
Do I know how I WIll proceed?

.-

•

A pIece of paper IS a handy resource for planmng an mtervlew When we put down
notes ofour objectives (as stated above), we are much more lIkely to accomphsh them
WIth ease

RIdding Ourselves of ApprehensIOns
The next step IS to nd ourselves of the apprehensions winch mlubit us Here IS a
handful of the more common SituatIOns

"I mIght mISS somethmg that someone else would catch" We probably WIll
And, someone else WIll surely mISS some of the tlungs that we WIll pIck up

-ThsOOesn't-mean-that there IS anyfruug wTong-wtth either of us IntervieWIng
IS not an exact SCIence It IS an art and a skill wmch are Imperfect at best We
need only to work from our plans and do our best

"I mIght never loosen the mdividual up and get hJ.m to talk" Thts IS an
uncomfortable feelmg, but one winch usually eXIsts only 10 ourselves The
usual SOCial amemties and a moment or two of small talk are enough to put
most people at ease to get them started They WIll gam momentum as the
mtefVlew progresses The one or two people, who never seem to relax, are that
way because ofwhat IS 10 them, not because ofus

"I get distracted I can't seem to concentrate on everytlung at once When I'm
fimshed, I feel confused about where the mfonnatlon leads and I'm afraId I may
have overlooked or forgotten sometlnng " It IS hard to try to do so many tlungs
at once Put the other person at ease, get mfonnatlOn, record or remember It,
evaluate the data wlule tryIng to assess our progress, and decide what to do
next Part ofthe problem IS that we may be concemmg ourselves WIth the other
person's ImpreSSIOn of us We should be relymg on our mtervlew plan and let
It make the Impression for us Ifwe do, we WIll seldom do as poorly as we fear

Ifwe can give some thought to our own anxIeties, we can recogmze them for what they
are and reduce theIr mhIbltmg effects
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Brainstorming Questions
In a fact-gathenng Interview, we are tryIng to create an atmosphere of acceptable
neutrality that Will encourage the fullest development of InformatIOn from another
person m the shortest pOSSible tIme We can accomplIsh thIs by some creatIve thInkIng
as a part of our preparation We should allow our mmds to explore vanous pOSSible
questions whIch are lIkely to elICit the mfonnatlon we are after

Suppose, for mstance, that we are attemptmg to get mformatIOn for trammg someone
to handle a techmcal problem We may already know that person IS at fault We mIght
ask questions In a vanety ofways

What IS the matter With you?*
How could you do such a thmg?*
How long have you been around?*
When dId you first notIce the problem?
How do you check what you do?
Would you gIve me a chronologIcal breakdown ofwhat you have done so far?
Etc

* ObVIously, the ones marked With an astensk are not very good questIons
That IS why we bramstonn

It IS not a matter ofwhether the questIon IS nght or wrong, but rather, It IS a techmque
for thmkmg of the proper phrasmg of a questIon In a way that conSIders the other
person's lIkely reactIons, and encourages the response we deSIre

When we bramstorm vanous pOSSIbIlItIes, we can come up WIth better questIOns to
meet each mformat!On-gathenng SItuatIon

Arranging the Interview
The :final part ofpreparatIon IS arrangmg for the IntervIew SometImes this IS as easy
as PICkmg up the phone On other occasIons, It IS a matter of schedulmg a convement
tIme to get With other people EIther way, we should be prepared to explaIn the tIme
COmmItment we requIre TIns IS not always easy

•

•

Because of the dIfferences In the personalItIes and vocabulanes of the people from
whom we collect facts, our mterviews Will dIffer WIdely as to the speed m which
matenal IS covered Some people can clIck off answers m short, well-organIzed
sentences and come nght to the pomt Others are of the type who, when asked what
tIme It IS, WIll tell us how his or her watch was made StIll others Will be reluctant to
talk or elaborate on the areas ofwhich we seek InformatIon Yet, we are responsIble
for gettIng facts from these people and we have only lImIted tIme We must control the •
pace ofthe Interview
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We need to establIsh a rough tImetable and explaIn tlus tImetable to those mvolved
Of course, these tIme appropnations wIll be apprOXImate and we wIll have to be
fleXIble to meet the needs ofeach SItuatIOn

Bemg prepared to explam the tIme commItments we reqwre mcludes bemg prepared
to JustIfy tlus ImpOSItIOn on others We need to have our reasons (the whys and
wherefores) well-rehearsed before we make contact The pnnciple IS SImple, If we
cannot sell others on the need for sharIng Job InformatIon With us, we aren't lIkely to
acqwre much useful mformatIOn for traImng

With good preparatIon, we can have successful conductmg of fact-gathenng
mtervIews

ConductIng Interviews
The actual procedure for conductIng an mtervIew that IS mtended to gather mformation
COnsISts of SIX sequentIal steps

PuttIng the Other Person at Ease
Just because we mtend to conduct our fact-gathenng mterviews m a frIendly, non
threatenmg manner does not mean that others Will not be nervous or Will not see It as
threatenmg Some people may even feel that therr entIre careers are restIng upon what
they tell us They often attach speCIal Importance to what they have to say WIth
someone IIstemng and hangmg on theIr every word

Nervousness causes others to mIsmterpret our questIOns and our nonverbal cues A
SImple question about why somethmg was done may be given all kInds ofobscure and
unIDtended mterpretatIons In addItIon, nervousness may cause people to hIde
mformatlon that IS CruCIal to our purposes

The only cure for the other person's nervousness IS warm, fnendly, supportlve and
ObjectIve mterviews

Fnendly conversatIon may help (talkmg about weather or some common mterest we
hold With the person), but tlns should not be used to the extent that valuable mtervIew
tune IS wasted Generally, tune and patIence wIll reduce nervousness Ifour mteIVlews
are conducted m non-threatemng areas

One of the worst thmgs that can happen IS for us to be nervous and show It Our
nervousness and that of the person we are talkmg to Will remforce each other
PreventIOn of thIS SItuatIon IS our responsibIlIty Only complete and thorough
preparatIon WIll prevent nervousness on our part
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•Explammg the Project Purpose
One ofthe first tlungs from our mouths should be an explanatIon ofthe purpose ofour
mquny TIns WIll not be dIfficult Ifwe have prepared thoroughly We WIll be ready to
explam the nature of our trammg analysIs and the reasons that we need speCific
mformatIon It IS very nsky to assume that the other person knows

ExplaInIng the Procedure
Shortly folloWIng our explanatIOn of purpose should come an explanatIOn of our
procedures TIns IS SImply a matter oftellmg the other person what we are gomg to be
domg For Instance, when a tramer IS tryIng to uncover the causes of a technIcal
problem when talkmg to a Mechamc, he might say

"What I need to do IS establIsh the extent of the problem I'll be aslang you some
questions on how you spotted the problems and what actIOns you have taken so far
As we go along, If you have any question ofme, please feel free to mterrupt "

Other people should not have to guess and speculate on where we are headmg With our
questIons They should know TIns helps them focus m on the mformaoon we need and
It helps us keep control ofour fact-gathenng process •

ExplorIng the Other's Interests
It IS Important to note that fact-gathenng mtemews are conversatIOns With PEOPLE
All others have thIngs on their mmds Whenever the opportunIty anses, we need to
allow them to ("xprc:ss thelI Ideas, feelmgs, mterests and 0plmons as they bear on the
subject under mvestlgatlOn

We should not heSitate to capitalIze on the "ego's" of the people to whom we are
talkmg TIns can be done m non-IDanlpulatIve ways For one, we can show mterest and
enjoyment m the mtervlew With such poslove comments as, "That sounds mterestmg,"
or "Tell me more about that," or "What other Ideas do you have?"

We can prOVide pOSItIve reInforcement by the kmd of comments we make These can
mcrease the openness of the mtemew and encourage the other person to respond We
mIght say such thIngs as, "That sounds lOgIcal to me, what dId you do next?" We Il1lght
comment, "That was a good Job," or "I lIke how you handled that"

We can also ease the Impact ofnegatIve mformation to keep the conversaoon gomg
We must not show feelmgs ofsurpnse, shock or horror at what we hear We may even
play down unfavorable mformaoon With such comments as, "I had the same problem," •
or "I appreciate your Idenofymg the weaknesses m your approach and domg somethIng
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about It II

We do have to mamtaIn a certaIn degree ofneutralIty Uncontrolled favorable reactIOns
wIll gIVe the other person leadIng clues to gwde Ins or her answers We may only hear
what the person knows we lIke to hear The words we use to control the SItuatIOn are
not as unportant as our tone of VOIce We can often convey more real acceptance and
mterest WIth the way we say, "hmm," or restate a pomt, than we can WIth the most
careful encouragement or well phrased reassurance

AskIng Questions
To get to the heart of the matter, the qualIty of our InfOrmatIon-gathenng efforts IS
dIrectly proportIonal to the calIber of our questIOns Our IntervIeWIng IS aImed at
gaImng InfonnatIOn relevant to the trmmng problem or the trammg project bemg
handled Therefore, we must ask questIons winch contnbute to our knowledge and
understandmg All questIOns do not do that We wIll want to look at some speCIfic
questlomng technIques

Start WIth broader questIons, then narrow down to speCIfic
Vary the constructIon and phrasmg ofquestIons
Ask follow-up questIons untIl the InformatIOn IS understood

Explore, m depth, those Items winch are most relevant
EmphasIze the present or near-present versus the past
Use comments and phrases as questIOns, Instead ofquestIons

Developing Appropriate Question Skills
Use Open-ended, AVOId Closed-ended QuestIons
Open-ended questIOns tend to open up the other person's mmd and encourage lum or
her to express what IS there (e g What happened?) Closed-ended questIons tend to
lInnt the other person to a "Yes or No" answer and do not generally produce any new
InformatIon (e g Do you understand the eqUIpment?)

Use BehaVioral, Avoid Hypothetical Questions
BehaVioral questIons cause other people to descnbe actual events, actual expenences,
actual feelIngs or speCIfic reasonmg (e g What dId you do? Why dId you do that?)
HypothetIcal questIOns cause the other person to speculate about what IDlght have
happened or what could happen They tend to produce hypothetIcal answers (e g What
WIll you do If It falls? What would happen Ifeverybody dId that?)
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Use Non-Ieadmg, AVOId Leadmg QuestIOns
Non-leadIng questIOns tend to produce the facts or the reasons for the facts They are
truth seekers (e g How dId you arrIve at that conclusIon? When dId It happen?)
LeadIng questIons telegraph the answer or response that IS deSIred or they "gIve away"
the response that the person "mows we want to hear " They lead people mto provIdmg
only what we already mew (e g You dIdn't forget the procedure, dId you? Don't you
agree that It IS pretty bad?)

Use Reflectmg, AVOId Judgmental Questions
ReflectIng questIOns "mIrror" the person's own words, or our understandmg of the
other's words, and serve to encourage the mdIVIdual to keep talkIng (e g Are you
saYIng you followed dIrectIons? If I understand you, you're feelmg concerned about
thIs?) Judgmental questIons express our own VIews about what IS good or bad, nght
or wrong about a situatIon They are expressIOns ofopmIon and tend to steer the other
person to agree or argue WIth us, Instead ofproVIdmg us WIth further mformatlon (e g
You're kIddmg? Of course, you gave him a pIece ofyour mmd, dIdn't you?)

•

Use Continumg/sdence,
Contmumg questIOns allow the other person to contInue thInkIng and talkIng m order •
to amve at the truth behmd actIons or possIbIlItIes for alternatIves SIlence, coupled
With good contInumg queStIons, allows the other person tIme to thmk and talk (e g
Oh? And ? Please contmue?) InterrogatIng conSIsts ofrapId-fire questIons, stnngmg
questIOns together, and attemptIng to verbally corner the other person mto a
predetennmed answer It IS sometImes called "brow-beatmg" or mtlmIdatIng (e g Let's
get to the bottom ofthls, and make It qwck, what happened? Knock off the excuses
and get to the pomt, you dIdn't do as I told you, dId you?)

A good combmatIOn of open-ended behaVIOral, non-Ieadmg, reflectmg, and
contInumglsilence leads to a good fact-gathenng mtervIew It IS well to note that
statements can be used as questIOns when we use a questIonmg tone of VOIce and
SImIlar mannensms

ClOSing the Interview
Pacmg the mterview to aVOId wastmg tIme and bnngmg the interVIew to a close are
related functIons Both depend upon how well we have prepared ourselves, how clear
our objectIves are, and how well we got the mformatlOn we were after

To speed up the pace ofan mtemew, or to get back on track, we have to get the other
person to talk less Some ofthe better technIques for domg this mclude
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Ask a questIon about the next area
Narrow the focus ofthe questIons, get more specIfic
Repeat the question If the person may rambled and forgotten the questIon
Tell the other person we have enough InformatIOn on that area

WIth partIcularly talkatIve people, we need not be afraId to mterrupt a monologue to
get them back on track We have to be careful that we are not puttIng off a clOSing
because we have found someone who fit our personal hkmg A bUSiness lIke approach
Will earn us respect and good InformatIon In the future ContInuous rambling, eIther
because we do It or because we allow It, Will earn us a reputatIon of being a good
"SOCIalIzer" (pohtely put)

We should keep an interesting phenomenon 10 mmd IntervIewers who stIck to the
pomt and keep other people talkmg about what they can contnbute, find that others
"learn a lot" from the mtervIews They are pleased With havmg partlclpated Well they
should be, because they have lIstened to the greatest people 10 the world (themselves)
expound on mterestIng subjects In other words, Ifwe give other people half a chance,
they are usually qwte wl1lmg to help us They get the added bonus of hearmg
themselves talk, wlule we get the InformatIon we are after

Followmg-Up
The conclUSIon ofan intervIew IS not the end, however We stIll have two Important
tasks to perform to round out our intervIeWing slalls The first of these IS malang sure
we have the data we were after

Completing the Analysis
Once we have completed a conversatlon m wlnch we obtaIned Informatlon, we should
be checkmg to see what we have gamed Tlns IS easIer If we thoroughly prepared for
the mtervlew and If we have taken good notes durmg the conversatIon It IS a SImple
matter ofcompanng our notes to the ObjectIves we had at the start

Should we spot gaps m our mformatlon at tlns pomt, we Will be Wise to go back to the
mdIVIdual and seek clanficatIOn Ifwe find data wlnch IS contradIctory or doubtful, we
should go back to get venficatIon It may be necessary to find other sources for
venfymg the mformatIOn we have receIved

When allIS SaId and done, we are the ones who Will be makIng deCISIons or prepanng
traInmg based on the Informatlon we have It IS up to US to Judge the valIdIty ofthe data
we have ThIS IS another factor wluch dIctates note-talang It does no good for an
mterview to produce Informatlon If that mformatIOn IS not recorded To perform thIs
functlon, It IS almost mandatory that we take notes dunng, and nnmedlately after, and
mterview of any length It IS safe to say that no one can remember all of the
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mfonnatlOn brought out In an intervIew WIthOut taking notes

When we feel we have completed our fact-gathenng, we have one more step to
perfonn

Acknowledging Help
The final step IS the sound practIce ofgIvmg credIt where It IS due When others have
given us mfonnatlOn to help us do our Jobs, a kmd "Thank You" IS m order ThIs
recogmtIOn IS gracIOusly accepted by most people and It serves to pave the way for
future SItuatIOns where we WIll need help again It also gives them good reasons for
havmg a good attItude about traImng

As knowledgeable as we may be, none of knows It all We are perpetually dependent
upon other people for mformatlOn to do the Jobs at CO&E GettIng facts from others
IS not an easy task or one to be handled haphazardly It reqUIres that we thoroughly
develop our skIlls of mtervIewmg

Preparing Useful Descriptions
A useful descnptIon of a target audience (AudIence DescnptlOn) WIll arrange the
mformatIOn we have m a way that fits our later needs

The first part of an audience descnptIon IS very siffillar to a JOL (Job ObjectIves
LIstmg) It ItemIzes the abllltIes of the perfonner m terms of tasks and steps and the
standards as the perfonners perceive them

Then, our Audience Descnpnon prOVides a surnrnanzed View ofthe target group under
each ofthe remaImng headIngs, as we descnbed them earher In the seSSIon
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• IGENERAL INSTRUCTIONS I
Fact-gathenng situatIons are common occurrences for traIners Some of these sItuatIons
reqUire that we have some well-developed skills In questIoning QUIte often, we do not get
the answers we need, or we do not draw out the facts In a way that wIll help us decide what
to do

ThIs exercIse IS a skill bUIlding exerCIse to help us develop the ability to ask effectIve
questions We WIll practice recognizIng the dIfference between several types of questions
so that we can ask effectIve ones

INEFFECTIVE EFFECTIVE

CLOSED-ENDED vs OPEN-ENDED

HYPOTHETICAL vs BEHAVIORAL

LEADING vs NON-LEADING

• JUDGMENTAL vs REFLECTING

INTERROGATING vs CONTINUING &SILENCE

As we look at the vanous questions we should remember that statements can be used as
questIons If we use a questioning tone of vOIce We should also remember that tone of
VOIce, In some cases, can change an effectIve questIon to Ineffective or vIce versa

•
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ICLOSED-ENDED vs OPEN-ENDED I •
Closed-ended questions tend to limit the responses of the other person Open-ended
questions tend to allow the person to express what IS on his or her mind

Indicate wnlch of the following questions would be considered closed-ended or open
ended by placing a "c" for closed or an "0" for open In the blank beside each question

1 Why were you dOing that procedure tOday?__

2 Old you forget the proper parts agaln?__

3 VVhathappened? ___

4 How do you recommend that you solve this problem?__

5 How do you know when you will be finished with the job?__

6 Haven't you been told not to do that?__

7 Please explain what you just dld?__

8 Didn't you check the gUlde?__

9 Is this job too tough for you? •

10 VVhat do you rntend to do about It?__

11 Have you failed to follow instructions agaln?__

12 VVhat caused the problem?__

13 VVhlch tools are you gOIng to use for thiS Job?__

14 Don't you know how to do your work?__

15 Am I getting through to you?__

16 Do you understand?__

17 VVhat questions do you have?__

•
46



•

•

•

IHYPOTHETICAL vs BEHAVIORAL I
Hypothetical questions cause the other person to speculate about what might have
happened or what could happen, they tend to produce hypothetical answers Behavioral
questions cause the person to descnbe actual expenences, actual feelings, or specific
reasoning

Indicate which of the following questions are hypothetical, and which are behavioral by
putting an "H" for hypothetical or a "B" for behavioral In each blank

1 What would happen If everybody were as absent-minded as you are?__

2 What did you do?__

3 If you were I, what would you do?__

4 I suppose you think we can let thiS go on forever, huh?__

5 Why do you suppose the other people do their Jobs properly?__

6 Descnbe how you came to that concluslon?__

7 Which specifications did you use?__

8 Why did you do that?__

9 When are you ever gOing to leam?__

10 What do you think your boss would say If she found out?__

11 What would It take to make you a "behever"?__

12 What did I tell you?__

13 When did It happen?__

14 Where are you gOlng?__

15 How do you expect the company to put up With you?__

16 What do you think will happen If you try the alternate procedure?__

17 What options do we have?__

18 According to your thinking, what IS next?__

19 Where might you have gone wrong?__
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ILEADING vs NON-LEADING I
Leading questions telegraph the answer or response that IS desired, or they "give way" the
response the other person knows we want to hear At other times, leading questions give
the other person convement excuses for his actions Non-leading questIons cause the
person to come up with the answers They tend to produce the truth

Indicate whIch of the following are leading or non-leading by putting an "l" for leading or
a "N" for non-leading In each blank

1 Didn't you check the alarm panel this mormng?__

2 Don't you agree that that was pretty bad? _

3 What's the reason for thls?__

4 How do you plan to handle It? __

5 What indicated to you that you should do that?__

6 Old your boss let you get away With It?__

7 Is this machine causing you problems agaln?__

8 I suppose you're gOing to say It'S my fault, huh?__

9 When can I expect an answer from you?__

10 It's that beanng again, Isn't It?__

11 Good gnef, you didn't forget again, did you?__

12 Are those other people causing you problems?__

13 Explain your interpretation of the procedure __

14 Aren't you Just a little bit lazy?__

15 You don't expect me to beheve that, do you?__

16 Why do you feel that you are nght and I am wrong?__

17 When did It happen?__

18 Where were you when It occurred?__

19 Give me your view of the situatlon?__

20 Don't you agree that you have It resolved?__
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• IJUDGMENTAL vs REFLECTING I
Judgmental questions express our views of what IS "right or wrong," "good or bad" They
are expressions of our opinion and tend to steer the other person to agree with us rather
than getting the facts Reflecting questions "mirror" the person's own words, and serve to
encourage the person to continue talking

Indicate which of the following are Judgmental versus reflecting by placing a "J" for
Judgmental or an "R" for reflecting In each blank (You may assume that all quotations are
from the other person)

1. You didn't really do that did you?__

2 You didn't "think It was Important?"__

3 Let's see If I understand you correctly-you're saying that you feel there IS nothing
you can do about the sltuatlon?__

4 What you're saying IS that you don't know what to do next about the
sltuatlon?__

5 That was pretty stupid, wasn't It?__

• 6 Isn't that about the dumbest thing you've ever heard? _

7 Tell me why you feel that way?__

8 If I understand you correctly, "The Unit broke down at 10 00 AM ?"__

9 Slipping up agaIn, aren't you?__

10 You say that you believe It really happened last mght?__

11 Of course, you told him about It, nght?__

12 You say you "don't feel like It," IS that what I heard?__

13 You say you are concerned?__

14 I can count on your honesty on thiS, can't I?__

15 You're klddlng? _

16 So, you think It's because of my faulty procedure, huh?__

17 Are you saying that you feel frustrated by It?__

•
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Why?__

Well?__

I want to know when, where why, and who you let this happen?__

Let's have your Side of the story, then we'll talk about what to do about It?__

Tell me more about your last comment __

So, how did you react?__

Let's get to the bottom of thiS, and make It qUlck?__

continue please ?

No more beating around the bush, did you or did you not Violate that rule?__

Knock off the excuses and get to the pOlnt?__

First of all, you knew It was wrong, but you did It anyway How can you Sit there
and tell me that you didn't understand the Instructions? They were as clear as the
nose on your face Weren't they?__

INTERROGATING vs CONTINUING &SILENCE

Interrogating consists of rapid-fire questions, stnnglng questions together and attempting
to verbally "corner" the other person Into admittIng fault or feeling bad It IS sometimes
called "brow beating" Continuing questions allow the person to continue thinking and
talking In order to arrive at the truth behind actions and the possibilities for a workable
solution SIlence, coupled With good contInuing questrons allows the person time to thInk
and talk

Identify which of the follOWing are interrogating or continuing & Silence by putting an "I" for
interrogating or "e" for continUing & silence In each blank

1 And, what happened next?__

2 I am gOing to stay here until you make a clean breast of this whole thlng?__

3 Oh?__

4 And ? --
5

6

7

8

9

10

11

12

13

14

15
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IFACT-GATHERING INTERVIEWI
You will be conducting a fact-gathenng interview to prepare an Audience AnalysIs It will
be your purpose to conclude

1) exactly what the person you interview does In hiS or her Job,

2) what he or she plans to do as career goals,

3) what he or she IS now dOIng for developing him or herself

You will be reqUired to give the interviewee a summary of your conclusions

You will have some time to prepare for the interview You may use the attached form to
assist you In your preparation Then, when you are given the signal, you will conduct your
Interview while an observer makes notes on the process you use When you ar fimshed,
the observer will assist you and the interviewee In evaluating your interview skills
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IINTERVIEW FORM I
1 What will you say or do to put the interviewee at ease? (Make notes for yourself)

2 Ho will you explain the purpose of the interview? (Make notes for yourself)

3 What will you say about the interview procedure you are gOing to use? (Make notes
for yourself)

4 What questions will you use? (Brainstorm some questions which will lead you Into
the major parts of your interview Make sure that they are effective types You may
use as many additional sheets as necessary )
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Selection and Design ofTraining Materials
We Will use a bnefreVIew ofthe trammg system to thIs pornt m order to see what our
selectIon and desIgn ofmatenals must do

FIrst ofall, we know that we have an audIence for our trammg Therefore, we WIll want
to select and desIgn the matenals so that It meets the abIlItIes and attItudes of the
audIence

Secondly, we know that trammg objectIves bndge the gap between present knowl
edge/skIll of the trainees and the knowledge/skIll reqUIrements of the Job TIns means
that our traInIng matenal must begm at the present knowledge and skIll levels and
buIld on them In a logIcal way

ThIrdly, we have already seen that our goal IS to make the matenals "lean and
meamngful " ThIs sImply means that we do not want to waste the tramees' tIme WIth
Irrelevant or "mce-to-know" informatIOn Instead, we WIll want to focus on what the
traInees "need-to-know" In order to be able to do the performance called for

Usmg these three pnncIples we can look at the reqUIrements whIch they place on the
traInIng matenals we select or deSIgn

Requirements of Material
We WIll begm by defimng that there IS no magIC formula to tell us what tralmng
matenals should look lIke We Will not get mto the Issue of whether audIO-VISuals are
the best way We Will not contest the many VIews ofwhat format, type style, pnntmg,
and paper color IS best Instead, we Will stIpulate that our traInIng matenals must meet
the follOWing cntena

Adequate Explanation
The first reqUIrement IS that the material adequately explaIn the Information that
It IS Intended to convey to traInees ThIs reqUIrement must be looked at from the
traInee's pomt-of-view and capabIlItIes Often, the matenalis adequate for the trainer
who already knows the subject but It IS "over the heads" of trainees
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The way we ensure that we are judgmg matenal accordIng to the traInee's VIew IS by •
companng It to what we know about the trainees

Smce we have already denved Trammg Objectives from a companson of traJ.nees to
the job, we Will first see that each Item ofmatenals relates to the known knowledge
and slalls of the audience of traInees IfIt assumes knowledge or skIll wluch we know
does not eXIst, we Will have to backtrack to provIde the nussmg knowledge and skIll
areas If It repeats what the traInees already know (asIde from some IntentIOnal
redundancy), we WIll screen out the unnecessary repetItIon whIch IS apt to bore the
traInee

Our next step IS to look for gaps In the matenalitself We Will check It against the
"CIrcle of Seven C's "

•
COMMUNICATE
CONVERSATIONAL
COURTEOUS

CLEAR
CONCISE
COMPLETE
CHECKED

the Idea IS to get a message across
wrIte It lIke we would say It
say "please", and "thank you" and other ordinary courtesy
words
get to the pomt, and stIck to the POInt
keep It short and sweet and SImple (KISS pnnclple)
don't leave anytlung Important out
check for the other SIX C's before decldmg we have
fImshed

Understandable Language
The next reqwrement IS to remove understandable language PartIcularly, tlns means
bUIldIng on the techmcallanguage capabIlItIeS of the traInees 'Where new temunology
IS used, It should be related to known terms and defined at the outset Words should be
used wluch explam concepts and procedures m theIr sunplest terms Acronyms (letters
to SubstItute for titles) should be kept to a mlmmum unless theIr use on the job IS
essential We should be careful ofmtroducmg and USIng unnecessary "eze"-words, lIke
"computereze" or"legaleze" •
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Appropriate Examples
We may be farmhar WIth the Idea that "a pIcture IS worth a thousarId words" Tlus IS
one of the JUStIficatIOns for vIsuals ofVarIOUS fonns In the traImng process Along the
same lmes IS the practIce of usmg examples arId IllustratIOns whIch allow the traInee
to mentally pIcture the new matenal Examples, mCIdents, cases, and demonstratIons
should relate to the auwence's background and the traInIng ObjectIves TraInIng
matenals are most effiCIent when the traInees do not have to "translate" foreIgn
examples to theIr own job SItuatIOns Let's Illustrate We Will want to use office
examples for office people, power plant examples for power plant people and
dIstnbutIOn department IllustratIons for those m dIstnbutIOn

Relevant Skills and Knowledge
We then test our matenals agamst the speCIfic skIll and knowledge areas of the
Trammg ObjectIves If there IS a mIsmatch here, we Will correct It, we wIll make all
matenals relevant to what the traInee needs to know m order to be able to do the job
Anythmg that the person does not have to know to do the Job IS deleted Any skIll
winch IS not used on the job IS omItted

Adequate Practice
The matenals should prOVIde practIce for any skIll whIch IS to be developed The
practIce has to be suffiCIent for ensunng that the necessary dextenty IS developed,
mformatIon and procedures are memonzed, tImIng IS adjusted and competency IS
achIeved Where actual practIce IS not practIcal, practIce of as many subskIlls as
pOSSIble IS Included

We should be able to see that the tramee has done the Job satIsfactonly In the trammg
We do not want to Just hope that the traInee can do It

Appropriate Feedback
Equally as Important as practIce IS feedback to the performer on the adequacy of
performance PractIce WithOUt feedback CarI cause trainees to develop the wrong
slolls It IS our task to see that perfonnance IS carefully momtored durmg practIce and
that encouragement and correctIon are buIlt mto the matenals The pnncipies of
marIagmg performarIce cover tins dImenSIOn ofmatenals m detaIl

By applymg these cntena, we CarI detennme the adequacy arId relevance of traInIng
matenals m most SItuatIons TIns IS because we are often working from a solId
foundatIOn of knowledge about the job and the trainees When we are m some doubt
about the tramees, and the job, or both, we Will want to bwld m some developmental
testIng ofmatenals
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Developmental Testing
Developmental testing IS testIng of the matenals rather than testmg of tramees To
do developmental testing we Will want to follow the follOWing gUldelmes

Population
The population of trainees we select for developmental testing
• should be members of our Intended (or target) audience,

• number of tryout traInees should be 3 - 12, so we can commumcate With all of
them,

• should range from lowest abilIty level to highest In audience

FacilIties
The developmental testing should be done In an

• mfonnal atmosphere,

• free from distractions,

• With arrangements as close as possible to Intended InstructIOn

Procedures
It IS our responsibilIty to see that these pOInts are made clear

• matenals, not tramees, are being tested,

• matenals are expenmental, tramees are helpIng developers find mIstakes,

• need to take pre-test to see Ifa traInee knows everythIng he or she needs to m order
to take the program,

• urge traInees to make or give comments for any questionable Item,

• ask them to guess, If they can't thmk of answers,

• explain time hmlts,
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• explam that the rest of the directions are gIven In the matenal

AdmlDlstrator's Job
The person dOing the developmental testing must

• be thoroughly acquaInted With the urnt being tested,

• note tIme for beginning and end ofeach sessIOn and any breaks taken,

• observe trainees for Signs ofpuzzlement, boredom, fatigue and note these,

• take advantage of opportUnIties to encourage trainees to comment, being careful
not to dIscourage traInees,

• mterruptmg trainees only when they can't proceed on their own,

• If mterruptmg trainees, try to alter matenal on the spot,

• If on-the-spot alterations fall, explore the difficulty With trainees USing open
ended questions,

• be on the alert not to madvertently teach the tramees whIle explonng a difficulty
With them and forgetting to alter matenals,

• mtervlew the tramees about all difficulties at the end of the tryout seSSion,

• make careful notes ofexact words oftramees, their Identity, and Item numbers
the ofprogram whIch provoked their feedback

Careful attention to these steps Will prOVIde the mfonnation that IS necessary to
recycle 10 the trammg system and to make the needed revIsIons

Optional Matenals
A number of the m-class traIIllng technIques are used 10 mterpersonal sla.lls and
attItude-change development programs

The Case Method
One Widely used technIque 15 the case method A case IS a wntten descnptIon ofa real
declslon-makmg SItuatIon 10 the organizatIon or a situation that occurred 10 another
organIZation Managers are asked to study the case to determme the problems, analyze
the problems for theIr SIgnIficance, propose SolutIons, choose the best solutIOn, and
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Implement It More learnmg takes place If there IS mteractIon between the managers •
and Instructor The mstructor's role IS that of a catalyst and facIlItator A good
Instructor IS able to get everyone Involved m solving the problem

The case method lends Itself more to some lands ofmatenal (for example, busmess
pohcy analYSIS) than to well-structured matenal It IS easIer to lIsten to a lecture and be
gIven a formula than to tease the formula out of a case, for example WIth good
mstructors and good cases, the case method IS a very effectIve devIce for Improvmg
and clanfymg ratIonal decIsIOn makIng

The InStructor usmg the case method must guard agamst (I) dommatIng the dISCUSSIOn,
(2) permIttmg a few people to dommate the dIScussIon, or (3) leadmg the dISCUSSIOn
toward hIs or her preferred solutIOn As a catalyst, the mstructor should encourage
dIvergent vlewpomts, InItIate dISCUSSIOn on pomts the managers are mlssmg, and be
thoroughly prepared

VariatIOns on the Case Method
One vanatlon of the case method IS the mCIdent method In the mCIdent method, Just
the bare outlmes ofa problem are gIven ImtIally, and the students are asSIgned a role
m which to VIew the mCIdent AddItIonal data are aVaIlable Ifthe students ask the nght
questIons Each student "solves" the case, and groups based on sImtlanty of solutIons •
are formed Each group then formulates a strong statement ofpOSitIOn, and the groups
debate or role-play therr solutIons The msttuctor may descnbe what actually happened
m the case and the consequences, and then everyone compares therr SolutIons WIth the
results The final step IS for partICIpants to try to apply thIs knowledge to therr oWIlJob
SItuatIons

Role Playing
Role playmg IS a cross between the case method and an attitude development program
Each person IS asSigned a role m a situatIon (such as a case) and asked to play the role
and to react to other players' role playmg The player IS asked to pretend to be a focal
person m the Sltuallon and to react to the S1lmull as that person would The players are
proVided WIth background mformallon on the SItuatIOn and the players There IS usually
a bnefscnpt prOVided to the partICIpant Some1lmes, the role plays are Videotaped and
reanalyzed as part of the development SituatIOn Often, role playmg IS done In small
groups ofa dozen or so persons The success of thIs method depends on the abilIty of
the players to play the asSigned roles belIevably If done well,
role playmg can help a manager become more aware ofand sensItIve to the feelIngs of
others

Although role playmg IS a cross between the two, companson of the general forms of •
role playmg and the case method suggest a few differences between the two
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The In-Basket Technique
Another method used to develop managenal decIsIon-makIng abIlItIes IS the 1O-basket
technIque The partIcIpant IS gIVen matenals (typICally memos or descnptlOns ofthmgs
to do) that mclude typICal Items from a specIfic manager's maIl and a telephone lIst
Important and pressmg matters, such as out-of-stock POSItIOns, customer complamts
or the demand for a report from a supenor, are mIxed m With routIne busmess matters,
such as a request to speak at a dmner or a deCISIon on the date of the company pIcmc
four weeks hence The tralnee IS analyzed and cntIqued on the number of deCISIons
made m the tIme penod allotted, the quahty ofdeCISIons, and the pnonties chosen for
makmg them In order to generate mterest, the m-basket matenals must be realIstIc,
Job-related, and not ImpOSSIble to make deCISIons on

Management Games
EssentIally, management games descnbe the operatIng charactenstics ofa company,
mdustry, or enterpnse These descnptlons take the form of equatIons that are
mampulated after deCISIons have been made

In a typICal computenzed management game procedure, teams of players are asked to
make a senes of operatmg (or top-management) deCISIons In one game, for example,
the players are asked to deCIde on such matters as the pnce of the product, purchase
of matenals, productIon schedulmg, funds borrowmg, marketmg, and R&D
expendItures When each player on the team has made a deCISIon, the mteractIons of
these deCISIons are computed (manually or by computer) m accordance With the model
For example, Ifpnce IS lmearly related to volume, a decrease m pnce ofX percent Will
affect the volume, subject to general pnce levels Players on the team first reconcIle
therr mdIVIdual dec.slODS With those ofthe other team members pnor to makIng a final
deCISIon Then each team's deCISIon IS compared With those of the other teams The
result of that team's profit, market share, and so forth IS compared, and a WInner or
best team performance IS determmed

LookIng Glass IS a management game that IS used to permIt mdividuals to operate or
partICIpate as managers 10 the SImulatIOn of a hypothetIcal glass manufactur10g
company With 4,000 employees and $200 mIllIon m annual sales ExecutIves from
leadmg U S compames have Loolang Glass to prOVide a pIcture to partICIpants oftherr
management style LookIng Glass was developed at the Center for CreatIve
LeadershIp, a non-profit thInk tank. m Greensboro, North Carolma

Another management game used to develop managers IS SImmons SImulator, Inc, a
make-beheve hIgh-technology multmatIOnal firm With $3 bIllIon 10 annual sales It IS
used to traln top managers at ffiM m the company's corporate planmng process
Fmancial ServIces Industry IS a game that sunulates a busmess day m whIch managers
grapple With planmng deCISIons that are 10fluenced by technologIcal change and
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government deregulatIon of the finanCIal mdustry Management games emphasIze •
problem-solvmg siall development

Hard evaluatIon eVIdence IS scarce on whether Loolang Glass, Sunmons Smmlator, or
Fmancial SerVIces accomphsh the deSIred outcomes A major concern IS to ngorously
assess whether partlCIpatIon 10 management games means that the manager IS a better
perfonner back on the job

Advantages ofgames mclude the mtegratIon ofseveral mteractIng deCISIOns, the abIlIty
to expenment With deCISIOns, the prOVISIon of feedback expenences on deCISIons, and
the reqUIrement that deCISIOns be made With Inadequate data., WhICh usually SImulates
realIty The malO cnticisms of most games concern theIr lImItatIon of novelty or
reaCtIVIty 10 deCISIon malang, the cost ofdevelopment and admImstratIon, the unrealIty
ofsome ofthe models, and the dIsturbmg tendency ofmany partICIpants to look for the
key to wm the game Instead of concentratmg on makIng good deCISIOns Many
partICIpants seem to feel the games are ngged, so that a few factors or even a smgle
factor may be the key to wmmng

BehaVIOr ModelIng
A development approach for Improvmg mterpersonal skIlls IS behaVIOr modelIng,
whIch IS also called 1OteractIon management or ImItatIng models The key to behaVIOr •
modelIng IS learmng through observatIon or Imagmation Thus, modelmg IS a
"vicanous process" that emphasIzes observatIon

One behaVIor model1Og approach beg}n5 by IdentIfymg 19 mterpersonal problems that
employees, espeCIally managers, face TYPICal problems are gammg acceptance as a
new supervIsor, handlmg dlscnmmation complamts, delegatmg responsIbIlIty,
Improvmg attendance, effectIve dIscIplme, overcom1Og reSIstance to change, settmg
perfonnance goals, motivatmg average perfonnance, handlIng emotlonal SItuatIOns,
reducmg tardmess, and takIng correctIve actIOn

There are four steps 10 the process

1 ModelIng ofeffectIve behavIOr--often by use of films
2 Role playmg
3 SOCIal reInforcement-trainees and trainers praise effectIve role plays
4 Transfer of traImng to the job BehaVIOr modelmg has been mtroduced mto many

orgamzatIOns

•
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The Training System Approach
There are ObVIously many ways to formulate tnllmng It seems though that successful
models have some common charactenstics

1 A conceptual lecture
2 A demonstratIon of the skIlls bemg taught (sometImes on vIdeo)
3 A rehearsal penod for practIcmg the behaVIors
4 A feedback and reInforcement penod for refimng the behaVIOrs
5 PartICIpants entered mto contracts and COmmItted themselves to the newly acqUIred

skIlls on the Job
6 A follow-up dISCUSSIon on how thIngs were gomg on the Job

These SIX phases can be used to covered cntIcal incIdents selected by traIners or by
partIcIpants BehavIor modeling offers a number of promIsmg possIbIlItIeS In

orgamzatIOns One especIally Important need m orgamzations IS to develop effectIve
leaders Modelmg appears to offer some prOmIse for leadershIp skIlls development, If
used m cOnjunctIon With VIdeotape methods The partICIpants can VIew therr style,
behavIOrs, strengths, and weaknesses and learn from thIs personal, first-hand VIew A
person who sees herself or hImself In actIon has a VIVId remmder that she or he can
benefit from practIce

Outdoor-Oriented Programs
Cases, games, modelmg, and role plays are stIll popular, but an mcreasmgly popular
form ofdevelopment are the outdoor or real-lIfe actIon-onented programs leadershIp,
teamwork, and nsk-takmg are top-pnonty Items m the outdoor-onented programs The
programs conducted m remote areas combme outdoor skills WIth classroom semmars
Most ofthe programs have taken therr cues from Outward Bound programs ongmated
m the early 1960s RIver raftmg, mountam clImbmg, mght searchmg, team competItIon,
boat races, rope clImbmg, and problem-solving exerCIses are popular types of outdoor
traImng

Teamwork and trust are objectIves that outdoor programs attempt to achIeve Do these
outdoor programs work? When a partICIpant returns to the office, IS he or she more
team-onented? To date, there IS no set of studIes aVaIlable that mdIcate that these
programs are effectIve There IS also the Issue of whether an organIzatIon has to fight
to send or encourage a person to partICIpate m a program that reqwres some athletIC
abIlIty, the enjoyment of the outdoors, or nsk-onented exerCIses

Which Development Approach Should Be Used?
DeCIdIng on the development approach or combmatIOn ofapproaches must be done on
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the basIS of weIghmg VarIOUS cntena The chOIce can be made on the basIS of the •
number ofmanagers to be developed, the relatIve costs per manager for each method,
the aVaIlabIlIty of development matenals m VarIOUS fOnTIS (mcludmg the Instructor's
capabIlItIes), and the employees' relatIve effiCIency m learnmg In general, It IS true that
the more actIve the manager, the greater the motIvatIon to learn The probabIlIty of
success IS lugher m that mstance If there are only a few mstructors, IndIVIdualIzed
programmed InstructIon may be conSIdered If none of the managers IS capable of
gIvJ.ng certam mstructIOns, outside Instructors may be contacted, or movies or
VIdeotapes nught be used Fmally, the method used should reflect the degree ofactIve
partICIpatIOn deSIred for the program

-IneVltablj, t.i.e questIon as to the effectIveness ofeach form ofdevelopment or traunng
must be answered There are studIes to support the effectIveness of all methods, If a
method IS appropnate for the partIcular program In question, It should be used

The clasSIC debate contmues about WhICh development approach or technIque IS best
There are those who favor a combmatIon ofapproaches, wlule others prefer a humarnst
or behaVlonst array of technIques The technIques of behavlOnsm mclude behaVIOral
modelmg, role play, pOSItIve remforcement, and SImulatIons The preferred technIques
of the Carl Rogers humamst approach to development Include self-assessment,
VIsualIzatIon, and guIded reflectIon There are also advocates ofcogmtIve approaches
who belIeve that lectures, dISCUSSIon, readmgs, and debates are the best approach to use
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Selectmg Off-The-TralDmg
Many trammg comparues have spent sIgnIficant tIme and effort creatmg trammg
programs for clIents Many of these programs are aVailable for purchase by
orgaruzatIOns facmg sImIlar needs TIns effort can be a great benefit to organIzatIons
IfdecIsIOns are based on the nght cntena

In the Tool Box SectIon of this program, you wIll find a method for evaluatIng
programs already desIgned that may be usable for your needs

DimenSIOnal Training
Trauung can be selected to meet speCIfic trammg needs based onJob dunensIOns Once
dunensions have been IdentIfied, mdividual competencIes are compared to the model
TraImng IS then selected for mdividuals based on the Gaps between needed
competencIes and present competency ofmdividuals

A senes of such programs are Included In the Toolbox
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The Role ofThe HRD Specialist
HRD speclahst perfonn four umque roles m COIlJWlctlon With trammg programs Each
one COnsIsts of a senes of activIties To understand the roles, we Will use the four
elements ofpresentation SituatiOns

Each presentation situation consists of four elements:
The relatlonslup of these four elements Will change m the different roles of the
presenter Ofcourse, thIs assumes that mfonnatlon and applIcation are selected and/or
deSigned m accordance With the role In other words, the presenter roles we are
descnbmg here do not mclude the functions of"developmg" the matenal Instead, the
roles relate only to what a presenter does after a presentation IS deSigned ObViously,
by understandmg the roles and therr actiVities, we Wlli be able to deSIgn the matenals
to tit

Speaker
The first and most clasSIC role of a presenter IS that of dehvenng mstructioDS and
information In thIs function, our pnmary purpose IS to convey the mformatlon and
apphcatlon to the audIence: In effect, we are the mediator (the go-between) between
mformatIOn and audIence Diagramed, It mIght look lIke tins

INFORMATION
&
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The typICal actIVItIes we perfonn m the speaker role are
• tellmg the audIence new mfonnatlOn, knowledge,
• answenng audIence questIOns,
• gIVIng examples, IllustratIons or demonstratIons,
• askIng the audIence questIons to check understandmg,
• explammg thIngs that are not m wntten matenals,
• shoWIng the audIence how to apply the new mfonnatlOn they have learned

AdmlDlstrator
The next classIc role of the presenter IS that of arrangmg for the presentatIon It does
not mvolve much mteractIon between presenter and audIence Usually, It mvolves
arrangmg mfonnatIon or applIcatIOn It may mvolve some "accountmg-for" actIVItIeS
as well It makes the dIagram look lIke the follOWIng, where the presenter focuses
attentIon on gettmg all the mfonnatlon and appbcatlOn (and related medIa and
matenals) ready for and delIvered to the audIence

•

ADMINISTRATOR ROLE

IPRESENTER I~.--------~~~l
INFORMATION

&
APPLICATION

AUDIENCE

•

TypIcally, tlus functIon mcludes some or all of these actIVItIes
.. acqwnng, schedulIng or allocatIng matenals, faCIlItIes, samples and/or props,
.. gettmg or operatmg audIO-VISual equIpment,
.. adnumstenng tests or"program evaluatIons,"
• schedulmg or gwdmg tours,
.. solVIng schedulmg problems,
.. overcommg facIlIty or equIpment obstacles,
.. keepIng records,
• conductIng evaluatIons,
.. compIlmg reports
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• FacIlItator
The tlurd functlon may not be as obVIOUS as the preVIous two It IS pnmanly concerned
With the mteractlon between audIence members, or the relatIonshIp between audIence
members and Informatlon/apphcatIon DIagramed, It would look hke thIs

FACILITATOR ROLE

INFORMATION
&

APPUCATION

PRESENTER

•

•

OTHER
AUDIENCE
MEMBERS

The facIlItator IS managmg the enVIronment m wlnch the audtence IS supposed to
accomplIsh Its purpose The facIlItator 15 enablmg, empowenng and encouragmg the
audtence to perfonn theIr own tasks The functIon becomes clearer when It IS expressed
as actIVItles
.. coachmg the audIence on technIques and procedures,
.. correctlng the audtence's errors or Improper behaVIor,
.. encouragmg the audIence members WIth reInforcmg comments,
.. counselmg the audIence to draw out problems and to uncover solutIons,
.. provIdmg the audIence WIth feedback on theIr perfonnance level,
.. deVIsmg methods ofhavmg the audIence

read or research matena!,
expenment WIth procedures or matenals (where tlus 15 okay to do),
Identify feedback mechanIsms that work,

.. faclhtatmg the mteractton among audIence members,

.. resolvmg COnflICts among audIence members,

.. modelmg the actlons and relatIonshIps deSIred of audIence members,

.. removmg unnecessary obstacles to commumcatIon

In effect, the faCIlItator IS not debvenng a presentatIon, but IS arrangmg It so that the
audIence processes Its own mformation The presenter, m thIs role, IS tryIng to
mfluence the audIence to accomplIsh Its purpose
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DecisIOn-Manager
The fourth and fmal role IS that of bemg responsIble for an audIence's output In thIs
case, the presenter IS 10 charge ofthe decIsIon process that an audIence uses to produce
some deSIred output The output may be a decIsIon, a negotIated solutIOn, a newly
created set ofmformatIon or applIcatIon mstructIons, a consensus polIcy or procedure,
or a plan

DECISION· MANAGER ROLE

PRESENTER 1f-------1

The decISIon-manager wIll perform a vanety ofactIVItIes to Insure that the audIence
produces the deSIred output

• proVId1Og the audIence WIth a decIsIon process to follow,
• keepmg the audience on-track,
• checkmg the qualIty of the audIence's output,
• provIdmg or denvmg cntena for evaluatIng the audience's output,
• evaluatIng the audIence's progress or lack of progress
• asSIStIng the audIence m resolvmg ItS process problems,
• adjUStIng the pace and tmung ofthe audIence's actIVItIes

The four roles show some overlap and mterdependency However, we WIll want to
remember that each one has an essentIally dIfferent focus The four pomts-of-focus
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• are more eVident m tlus combmed dIagram

FOCUS OF FOUR PRESENTER ROLES

IADMINISTRATOR 1----./ INFORMATION
&

APPLICATION

I

FACILITATOR

•

DECISION
MANAGER

I SPEAKER1 ' ~
AUDIENCE "'r-----""t

MEMBER

OTHER
MEMBERS

~r-----:~
AUDIENCE
OUTPUT

•

• Admunstrator focuses on arrangmg the "thIngs" ofpresentatIon

• Speaker focuses on debvenng mformatlon and applIcatIon to the auchence

• FacIlItator tocuses on the audtence as mdIvlduals and the relanonshJ.p among

mdlVlduals or the relatlonslup ofmdiVIduals to therr mfonnatIon or applIcatIon

• DeciSIOn-manager focuses on gettmg a qualIty product (output) from the audience

Fll'St ofall, we have to decIde wluch ofthese functIons we should perform, and wluch

we should consider as pnonty The deCISion IS tmportant because It detemunes what

actiVItIes we WIll perform

Then, the degree of success that we have as presenters WIll be qwte dependent on our

slalls m the activItIes of the four roles

In conclUSIOn, tIns portIon of the program IS based upon placmg emphasIS on three of

the roles We know that we must perform the Adnumstrator role, but most ofus could

do so Without much additIonal concern or trammg effort We Will concentrate our tune

on the other three roles wherem we are hkely to have much more at stake In the

outcome speaker, faCIlItator and deCISIon-manager



Special Skills Required by HRD Specialist
There are a number of specIal slans that are reqwred for HRD specIalIst to perfonn
well We wIll study them IndIVIdually, but use them collectIvely

#1: Audience Orientation
Each ofUS has a chOIce for pomts-of-view when we conSIder ourselves, as presenters,
and our audIences Frrst, we can VIew ourselves as bemg more nnportant, we can stnve
to nnpress the audience, we can "show and tell" On the other hand, we nught VIew our
audIences as beIng more Important, here, we work to Involve the audIence, we "gIve
and take II Our choIce ofVIews wIll have a large Impact on what we do and how we do
It Our chOIce IS very Important

There are a number ofways to Illustrate the dIfference between Presenter OnentatIon
and Audience OnentatIon

•

Fmt Is Focus
The presenter-onented person IS fOCUSIng on hIm or herself TIns person spotlIghts hIs
or her own abIlIty, background, reputatIon, talent or technIque He or she IS placmg
emphasIS on the self As a result, thIs presenter IS concerned With •

CJ pnde (How Will I come across?)
CJ personal appearance (How do I look?)
CJ personal presentatIon (How w111 I sound?)
CJ personal performance (How Will I do?)
CJ personal expenence (What have I done?)
CJ personal preference (What do I hke?)

Are any of these Items ummportant? ObVIously not Indeed, we need to gIve each of
them some attentIon But, are these Items the more Important?

The audlence-onented presenter doesn't thInk so He or she looks through a dIfferent
lens that bnngs the audIence Into sharp focus He or she hIghhghts theIr backgrounds,
theIr egos and theIr SItuatIOns Consequently, the audlence-onented presenter IS
concerned With

o AudIence purpose (Why have they come here?)
o AudIence perceptIon (What are they looking for?)
o AudIence receptIon (What WIll they tune m to?)
CJ AudIence perfonnance (What Will they do?)
o AudIence expenence (Where are they commg from?)
o AudIence preference (What do they want?)
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These are the more Important Items The reasons are profoundly sImple a presenter
who loses hIs or her audIence IS no longer a presenter, he or she becomes a "would-be"
leader WIthout followers When we lose our audIence, we have failed Therefore, we
must focus on the audIence m order to keep them focused on the subject and/or the
pwpose ofour presentatIOns

Strategy
Contrast the presenter-onented and audlence-onented strategIes

a Presenter-onented
o Make a good fIrst-ImpreSSIOn
o "Impress force fit them to your mold II

o Talk to them, tell them
o Let them know that you know what you're talkmg about
o Impress them
a Ifthey don't respond, dazzle them WIth the dance and baffle them WIth the

bull (maneuverabIlIty)
a Bwld m razzle dazzle Jokes, stones, trIcks, gImmIcks, games and "shock

treatment"
o Qwt when you're fimshed

AudIence-orIented
a EstablIsh rapport
o "rap-port rap m theIr port "
o Talk WIth them, trust them
o Know them and let them know you know them
a Involve them
a If they don't respond, change your approach untll they do (flexIbI1rty)
a Bwld m as~l1mptlon checks and receptIon checks by askmg and mteractmg
o Qwt when theIr receptIon stops

Thought
There IS a sIgmficant dIfference between the moment-by-moment thought process of
the presenter-onented and audlence-onented persons Let's get "mslde" theIr heads
to see how tlns dIfference IS mamfested

a Presenter-onented
"I'm so nervous I've got to do a good Job WIth thIs audIence I'd better polIsh my
presentatIon to perfectIon I'll practIce agam and agam, practIce makes perfect
I'll work all of the bugs out I'll use all the 'nght' words

"0 my It's tIme' I'm on They're lookmg at me no srmles they're gOIng to be
tough ThIs first story Will knock 'em dead Oops they dIdn't laugh Well, I'll
keep gOIng, stiff upper IIp, you know 'can't falter srmle at them, break the Ice
Good gnefl That guy IS lookIng away those two are talkmg about me hurry
up, get them back' Bnng out the great slIdes that'll sock 'em Damn, the bulb
blew Now what":> I'll blame the eqUIpment I'll tell them It was the A-V
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SpecIalIst's fault I'll never be able to do a good Job now why do these things •
always happen to me? I'll Just read It to them I Wish I were elsewhere Oh
well almost done Just a few more pomts to convmce them And, I've got to get
m the 'clIncher'

"Thank goodness that's over I wonder If the applause was real or If they were Just
bemg 'mce I No I dId great It wasn't my fault that stupId bulb blew out It would
have rwned a lesser person BeSIdes, If they dIdn't buy what I saId, It's because they
are narrow-nunded Ignoramuses I did a goodJob In spite of the pressure they put
on me 1mean, they were so 'cool' you could feel It I hope I don't get another bunch
lIke that agam Oh well next time I'll have them eatmg out of my hand"

b Audlence-onented
"In order to prepare my presentatIon, I need to take three actions set my
obJectIve, analyze my audIence and develop my method

Set My ObjectIve
The theme ofmy presentatIon should be strategIcally developed to accomplIsh some
purpose Therefore, I must establIsh the ObjectIve In order to create a worthwlule
message

There IS lIttle pomt In my prepanng a presentatIon If I have not decIded what I want •
It IS essentIal that I know what I am after, before I take up someone else's tlIDe I Will
ask and answer the 5 'W's' and the 'H'

-WHO
-WHAT
-WHEN

-WHERE
-WHY

-HOW

Who Will get the mformatIon?
What mformatIon do they need?
At what time and for how long Will I requIre this person's or thIs
group's attention?
Where Will I make the presentatIOn?
Do I have good reasons for bothenng thIs mdIVIdual or group? Can I
adequately explam my reasons?
Do I know how I Will proceed?

TIus pIece ofpaper IS a handy resource for my prelImmary plannmg I Will put down
notes ofmy ObjectIves so I am much more lIkely to accomplIsh them With ease

WInch do I want to accomplIsh?

• To prOVide my audIence With mformatlOn that IS of value to them and theIr
needs

• To persuade my audIence to follow some course of actIOn or choose some •
alternatIve
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• To offer solutions to their problems for whIch I have knowledge and
mSIght

My ObjectIves clearly define the outcomes that I antIcIpate as a result ofmy
presentation effort

Analyze My Audience

"In order for me to present effectIvely, I had better SIze up my audIence

• Who wIll receIve the message?
Are they experts m theIr field?
Do they know my subject and language?
Are they famIlIar With the problem or Issue I am gomg to address?

• What are theIr lIkely attItudes toward my subject?
WIll they be mterested? WIll they be mdifferent? WIll they be negative or
even hostIle? Are they gomg to have preconceIved notIOns or bIas toward my
subject? Is there tensIon?

• What IS theIr attItude toward me and my Job, department, or company?
Are they receptIve? Are they IndIfferent? Are they negatIve or even hostile?
Do they know me and my company?

• What needs, concerns or mterests should I appeal to?
Are costs an Important consIderatIon? Do they need answers?
Do they need technIcal data? Are they havmg problems I can help resolve?

In lIght of the answers I find to these questIOns, what pomts should I Include and
emphasize, what POInts should I mmlIIDze or aVOId?

My Method
"Now that I have a 'feel' for the people who Will attend, I Will be able to find two
slgmficant benefits In understandIng my audIences

• FIrst ofall, I know that the content ofmy presentatIon should be based on
what my audIence members know when they come to my presentation

• Secondly, It Will help my deSign of my presentatIon If I target my words,
matenals, presentatIons and practIces to tlns specIfic audIence In other words,
I want to create a fit between the presentatlon and the auchence

Here I am delvmg mto the attItude area ofthe auchence so I Will know how to treat them
In my actual presentatIon Frrst In my deSign, I Will try to meet these SIX basIC
reqUIrements
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• I WIll provIde an adequate explanation for theIr background

• I WIll use language that they understand

• I WIll offer examples that match theIr expenence

• I Wlll use Illustrations and demonstrations that are relevant to theIr purpose
for bemg at the presentatIOn

• I wIll arrange adequate mvolvement so they Will be comnutted to the out some
ofthe presentatIon

• I WIll use appropnate feedback mechanisms to test and adjust to therr receptIon
level

In my presentation, my technIques, medIa, and strategIes Wlll be selected based on

• TheIr attitude toward my subject,

• TheIr attItude toward me, my Company, my Job, and the presentation
environment,

• TheIr needs, concerns and mterests whIch I can appeal to and meet for purposes
of explanatIon and persuasIon,

• TheIr language preferences and abIlItIes,

• Therr readmg ability, attentIon span and thought process (lOgical or mtuItlve),

• TheIr phySical charactenstIcs and abIlItIes as related to any necessary manual
skIlls,

• TheIr time avaIlabIlity and time pressures,

• Their 'turn-one' and 'turn-offs'

''Now that we're here, audIence, I'll do my best to serve you I belIeve that you're here
m much the same way as you would be m a fine restaurant waItmg for a fme meal My
functIOn IS to serve you that fine meal and to make sure that I don't do anythIng that
would mterfere WIth your appetIte for It, your consumptIon of It, or your dIgestIon of
It afterwards No, I'm here to enhance those I know what you want from me

• I won't waste your tIme,
• I know who you are,
• I am well orgamzed,
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• I know my subject,
• Here IS my POint,
• I am fimshed

"Thank you for your complIments I am very pleased that I was of servIce to you "

#2 Bebef a Self-FuliIlbng Prophecy
On::: ofthe key mgredIents m effectIve presentatIons IS the development of "sensItIVIty"
to how people feel, how they tlunk, and how they act Part of the process IS developmg
a sensItIVIty to ourselves and then lookIng at the Impact ofour actIons on the reactIons
of our audIences

UnderstandIng why people act as they do IS so Important, In detenmmng what we can
do In presentatIons, that we gIve It the status of a separate pnnclple ThIs pnnclple
covers an Important aspect ofhuman behavlor--the mfluence that belIefs and expecta
tIOns have upon our presentatiOns

We Will begm With a statement ofthIs prIncIple expectatIons mOuence our behaVIor
and our presentatIons, they IDOuence audience reactIons

The Self-fulfillIng Prophecy
"Self-fulfilhng prophecy" IS a term used to descnbe an Important phenomenon It
applIes to all of us Stated In Its SImplest terms, It means thIs

People will tend to so thmgs, conscIously or unconscIously, to coniU'Dl the beliefs or
unpresslODS they have therefore, they will end up fulfilbng their own propheCies

The concept can be Illustrated by an example from the field ofeducatIon
I Q scores have been recogmzed as a standard predIctor ofhow well chIldren Will do
In school Those WIth higher I Q 's outperform those With lower scores (ThIs IS the
prophecy or prediction)

To test the effects of the self-fulfillmg prophecy on teachers, researchers set up
SItuatIOns where some I Q scores were correctly given to teachers and some were
reversed for vanous pupIls The teachers did not know that some ofthe scores had been
SWitched Sure enough, the pupIls WIth hIgher scores outperformed those whom
the teachers thought had lower scores The prophecy wlnch was In the mmds ofthe
teachers was fulfilled The expenment was repeated numerous tImes at dIfferent
schools With the same results

Here IS why It worked the way It dId In the expenments Our expectatIOns become our
prophecy or predIctiOn ofwhat Will happen Smce what we expect to happen affects our
actIOns, we Will often get the results we expect Thus, we have a prophecy whIch we
have fulfilled Researchers have found that what makers IS what we thmk IS true
about ourselves and others It wIll be our prophecy about people ThIS IS extremely

75



Important m our attempts to present to audiences Let us examme how and why •

Ifwe belIeve that people are basically negatIve and that we constantly have to entertam
or amuse them, that IS what we are likely to do For those who are not, they Will resent
tlus type of treatment and they Will resist our "con game" We Will have stifled any
mterest they may have had m the subject or the ObjectIve ofthe presentation

In effect, we wIll see our prophecy fulfilled TIns IS not because that was the way all
people were, but because that IS what we have made them through our own actions

The dynanucs ofthe self-fulfillmg prophecy may be represented as follows

THE SELF-FULFILLING PROPHECY

Our EXPECTATIONS help determIne

Our ACTIONS, WhICh, In tum, determme

Our RESULTS, whIch are likely to fulfil

Our EXPECTATIONS

For example, one presenter belIeves that audiences do not have any good suggestIons
on how to Improve the work or work procedures When someone comes up With a
poorly thought-out Idea, It IS easy for the presenter to see what IS wrong With the Idea
He typically says, "Look I've been at tins for years Until you've been around as long
as I have, keep your Silly Ideas to yourself You don't know what you're talkmg about"
It doesn't take long for others to realIZe that Ideas are not wanted They stop brmgmg
up Ideas, they stop commg up With Ideas, they stop lookIng for opportunitIes for
unprovement They won't even respond when the presenter asks for Ideas on a problem
Thus, the presenter's prophecy IS fulfilled

The presenter bas faIled to recogmze that he or she may have mIshandled the SituatIOn
Instead ofturnIng people off, the presenter mIght have used the opportumty to mform
the audIence on how to carefully evaluate an Idea. Then, they mIght have reconsidered,
and come up WIth a way ofgetting around the flaws In the ongInal suggestIons

Let us take the opposite case Let us suppose that we beheve audIences want to work
WIth us When we present, most people Will respond by a COnsCIOUS effort to meet our
reqwrements Even Ifthere IS a contrary mdIvldual In the group, we have only to exert
more effort With the one who has demonstrated a need for It The result IS that most of
the others WIll appreciate the freedom and respect we show SInce they are cooperatmg,
they appreciate the opportumty for partiCIpatIOn and Involvement

The Idea ofa self-fulfillmg prophecy begInS With a set ofbehefs or expectatIons An
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mdIvldual holds thIs set ofexpectatIons and, m order to be consistent, WIll act out the
expectatlons What the person expects ofInm or herself and others, and the way he or
she relates to others, WIll largely determme the caliber ofIns or her presentations

The self-fullmg prophecy process COnsiSts of three parts Let's examme the three parts

MakIng predIctions
The fIrst part of self-fullmg prophecy IS a predIctIon Somehow, a predIction IS made
about some future actlon All ofus are qwte famIlIar WIth predIctlons that we make For
mstance, we predict the weather, we forecast budget needs, we schedule people to
dIfferent Job dutles, we plan a move from one location to another so that we can make
a smooth transition In the work Malang predIctions IS our way of arrangIng for the
future Most of us are more comfortable WIth a predictable future because we then feel
we have control over what we can do Most of us resent and resist unexpected changes
and problems PredIctIOns apply to two key aspects of our presentatIOns

PredIctions About Ourselves
We make predIctIOns about ourselves When we were very young, we began makIng
predIctIOns about ourselves We may have saId tlnngs lIke "1 want to be a nurse," "I am
gOIng to be an engIneer," or"l plan to make a good hVIng m a good Job" These
predIctIOns about ourselves prOVide us WIth a clear path for controllIng our own actIOns
They become goals for our aclnevement They become targets to reach

PredIctions About Other People
Smularly, we make predIctIOns about other people These predictIons prOVIde us WIth
a focus for our relatIOnshIps WIth others For example, we may have predIcted that a
partIcular teacher was the "helpful kInd", then, we asked the teacher for help On the
Inghway, we predI~t what other dnvers are gOIng to do and we try to act In ways that
WIll allow all of us to get where we are gomg In presentatIons, we predIct how the
audIence members WIll react and respond to our requests or our actIOns

These predictIons lead to the second key part of self-fulfillIng propheCIes

Actmg on Predictions
Once we have predICtIons clearly In mInd, we tend to act accordmgly TIns makes a lot
of sense to us from a purely lOgICal pomt of VIew LOgIC IS based on the "If then"
pnnciple where a precedmg fact IS followed by a succeedmg actIon or reactIon For
example, If I have predicted that I want to be an engmeer, then I WIll take engmeenng
courses to earn an engmeenng degree If I have predIcted that I am gomg to become a
top-notch speaker, then I WIll hang around speakers, practIce speakIng and study
speech

TIns kInd of actmg on predIctIOns applIes to our relatIOnshIps WIth audIences If I
predIct that you WIll thmk my fishmg trIp IS gomg to be bonng, then I WIll do
somethIng else so I do not have to talk about It If I predIct that my boss WIll reject my
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Idea, then I Will not gIve my boss m} Idea If I suspect that the supervIsor In another •
department won't honor my request, then I Will arrange to have a hIgher authonty order
the supervIsor to do what I need, Instead of presentIng the supervIsor With the
JustIficatIOn for my request

Our actions Will be based on our predIctions about ourselves and others We take aCTIon
to produce results that are conSIstent With our predIctions

Producmg Results
Our actIons produce results wlnch move toward the targets or predIctIOns we have had
m mInd One actIon may not get all of the way to a predIcted outcome, It may take
numerous actIOns For example, I may have to go to school for a number of years,
takIng a great number ofcourses, to fulfill my goal ofbecommg an engmeer You may
have to spend hundreds of hours In traImng and hands-on expenence to gain the
competence that you expect ofyourself

Wlnle It may not occur In one fell swoop, the cycle IS repeated In all aspects of our
hves we make predICTIons, we act on them, we get results that move toward or achieve
our expectatIOns

How the Self-fulfillmg Prophecy Shows up
The self-fulfillmg prophecy pnnclple contlnues to be In operation, even when we do not •
gIve It conscIous thought Therefore, we are normally actmg In ways which help
confirm and support the basIC expectations and belIefs we hold about ourselves and our
audIences

The Self-FulfillIng Prophecy and Self
SomethIng happens In everyone's mInd to cause them to lIve out therr VIew of
themselves ThIs IS descnbed as "self-concept" People tend to act out the part m lIfe
that they picture m theIr mmds When thIs pnnclple IS exammed for people who
make presentatIOns, an mterestmg set of facts IS uncovered

The better presenters seem to be able to create a set of higher expectatIons for
themselves and to get others to co-operate to achIeve those expectaTIons Weaker
people are not able to get thIs level ofresults from audIences We Will want to know
what the dIfference IS between these lands ofpresenters so we can leam how to get the
reactIons we desrre

One of the first thIngs IS that the better presenters have a good deal more self
confidence than theIr weaker counterparts ThIS IS more than just cockmess It IS a
smcere and honest behef In therr own abIlIty ThIS confidence m self IS the foundatIOn
for havmg confidence In audIences In spIte ofthe fact that many ofus have been told,
"Don't judge everyone else by yourselfl" we all tend to do so If we feel weak, unable, •
frustrated, and powerless In accomplIshIng results, we Will convey thIs to our
audIences If, on the other hand, we feel comfortable and assured m our own abIlIty, we
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WIll come across WIth consIderably more force 10 dealIng WIth other people

Our own track record wIll also affect our prophecIes about ourselves and others Ifwe
have a record of failures or mIstakes, we WIll have great dIfficulty gettIng others
Involved In Ingher expectatIons They WIll doubt our credIbIlIty If we have a solId
record of accomplIshments, we WIll have credIbIlIty to support what we present to
others

Confidence 10 our own abIlIty and establIslung our own success are key ingredIents
toward making the self-fulfilling prophecy work for us 10 our presentatIon efforts

The Self-Fulf'illIDg Prophecy and Others
We may have a vanety of belIefs and expectatIOns about others For the sake of
IllustratIon, we WIll examme two opposIte pomts-of-view wInch show up 10 a person's
expectatIons ofauchences People generally have one of two dIstInct Views ofaudIence
members The first VIew we WIll descnbe goes lIke this

AudIences are baSIcally nonproductIve and Don-cooperative
Contrast that first VIew WIth thIs one

AudIences are baSIcally productive and cooperative.

Self-fulfillmg prophecIes are not lImIted to what we expect ofaudIences They also
apply to what we expect ofourselves We can VIew ourselves as Incapable and
frustrated, WIth lIttle to contnbute, or we can see ourselves as capable and
concerned, WIth somethmg SIgnIficant to contnbute Ifwe feel that there IS lIttle we
can do to ImprOve our presentatIons, we WIll see few results because we WIll not be
dOIng much to get results If we feel that we can make sIgmficant Improvements m
our presentatIons by ImprOVIng our presentatIon practIces, we WIll change our
practIces, and they WIll gradually payoff The calIber of goals and expectatIOns we
hold for ourselves WIll set the pace for the reactIons we get from our audIences

#3: Confidence
Confidence IS belIef10 one's self Some ofconfidence IS merely an act-of-the-WIll, a
pOSItIve self-fulfillmg prophecy But, the larger part of confidence IS not
Imagmanon, It IS expenence confidence IS earned

When we do somethIng With confidence, we do It With faIth In ourselves, we really
belIeve In ourselves TIns unplIes a bona fide reason for the belIef How do we
aclueve a legItunate View ofourselves as capable presenters?

Confidence Comes From Competence
The first step toward bona fide confidence IS competence We do have to know what
we are tallang about and we do have to be able to perfonn that which we are
demonstratmg It IS awfully hard or belIeve 10 yourself when you know that you
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don't know what you're domg

Competence Must Be Developed
Competence m actIon IS very similar to muscle-tone m physical development To
aclueve good muscle-tone, we have to eat, digest and draw strength from quahty food,
then, we have to exercise the muscles to use the energy drawn from what we have
eaten In competence, we have to read or study and digest the knowledge and
mfonnatlon we need about the subject, we need to choose qualIty resources, then, we
need to rehearse and apply what we've studIed untIl we're skIlled at mterpretlng and
applYIng It

An athlete who won't eat and exercise Will fall at the game A presenter who doesn't
develop competence m a subject Will fall m front of the audIence One author has
reduced tlus Idea to word pIctures

Incompetence.
Those who qwckly read a subject and gIve a presentatIon hke eatIng and regurgitatIng
It onto the audience

Competence
Those who develop knowledge and skill and expenence, then gIve a presentatIOn hke
eatmg and draWing strength from It and feedmg the audIence

Fear IS Born of Ignorance and UncertalDty
The OppOSIte of confidence IS "WithOut falth " Our common term for It IS fear Our
questIOn should be "What are you afrald of?"

Ifwe are afrald of","hat we mlght say, we need to learn what to say Ifwe are afrald of
what they mlght ask, we need to rehearse the pOSSible questIons and answers

• To ehmmate fear, we WIll have to develop competence and confidence

• Feel It, don't fake It

• Present It, don't pose It

• Dehver It, don't descnbe It

• Expenence It, don't exhale It

• To be belIevable and convmcmg, we have to be able to gIve a personal account
of the subject We have to own It as a personal expenence

• To qualify ourselves to an audience, we have to quabfy ourselves
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• To make a subject reasonable to the audIence members, we must have reasoned
It out ourselves

• To successfully share WIth the audIence, we WIll have had to partake ourselves

Competence Provides A Payoff
When we present upon a foundatIon of competence standIng firmly on what we
know we elnnma.te the dreaded dIseases that plague the pretender The pretender has
to hIde Ius or her Ignorance, thIs produces defenSIve behavIor In front of the audIence

Competent CharactenstJcs
DESCRIPTIVE Thts IS what IS avaIlable for you to choose from

CJ CONVERSARIAL We've got a common problem to chscuss, to understand
and to resolve

CJ REASONABLE I've reasoned thIs out and we can dISCUSS the reasons and
JuStIficatIOns from all angles

CJ DRAMATIC Let me Illustrate and demonstrate the nsks and benefits ofeach
alternatIve

CJ OBJECTIVE We can VIew and reVIew your concerns and questIons In hght
of the facts

CJ DE-PERSONALIZED I've expenenced thIs, thIs IS the way I see It How do
you see It?

Nervous IS Natural
Some anxIety IS to be expected In each new presentatIOn SItuatIon There IS the
unknown, there IS the possIbIhty of the unexpected But anxIety IS only a form of
energy We can turn that energy Into preparatIon or "stage frIght" The chOIce IS ours

#4: Intent.. The Voyage's DestmatlOn
We may want to VIew each presentatIon as a "voyage WIth a speCIfic purpose (a
defimte destmatIon) " Ifwe do, we can use thIs ImagIned Journey as a method for
dIrectIng our actIOn and the actIOns of the audIence

FIrst, let's be sure we see the two major elements of a presentatIon In terms ofthe
"voyage" pIcture PresentatIons have CONTENT and INTENT The INTENT IS the
purpose, ObjectIve or "destInatIOn" The CONTENT IS the "path traveled" to get to
the destInatIon, It IS the road or method or means to the end

The StartIng pornt for any Journey IS the deCISIon on the deSIred destInatIon We
cannot begrn to determrne the path untIl we know where we want the path to lead In
presentatIons, we need to know our ObjectIves

There are two terms used to descnbe ObjectIves 1) End ObjectIves and 2) AUXIhary
ObjectIves To be sure we understand what they mean, let's use a farmhar example
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to explam

All of us have probably used a road map When asked how we use a road map, we
usually Will answer that we have to know where we are, where we are gomg, and then
decIde which route to get there Well, when we are decIdmg where we are gOIng, we
are decIdIng the end objective

Suppose I am mthe US and Iwant to get to Afnca to VISIt a fnend Afnca IS my end
obJective; that's where I want to be as a result ofmy tnp WIth that m mmd, I can look
at the map to pIck a route How many dIfferent pOSSIble routes do you suppose there
are? Probably thousands WhIch one Will I choose?

Well, It depends It depends upon what I want to accomphsh along the way ThIngs I
want to accomplIsh along the way are auxIlIary objectIves They may not be as
Important as the end obJective, but they can mfluence my chOIce ofroutes For InStance,
If! want to also stop to see relatIves In London, It Will affect the route IfI want to see
ParIS, It Will affect route, tIme, and costs If my son IS statIoned In the MId East and
wants me to stop by, It Will affect route, tIme, costs and feelmgs Whatever I deCIde my
auxibary objectives are Will have a bIg Impact on how I go on my tnp to AfrIca Of
course, my deCISIOns Will also be based on constramts, lIke how much tIme I have, how
much money I have, and what the other people have to say who are affected by my
objectIves

In definIng objectIves for a presentatIon, we are determmIng the end results that we
want to aclueve We are developIng a pIcture of what we would lIke to accomphsh
With our presentatIon

In many msta!lc.es, d. compromIse of objectIves IS reqUIred By settmg objectIves at the
outset, we can more easIly make dIstInctIons between the nght compromIse and the
wrong compromIse By settIng the nght obJectIves, we prevent the poSSIbIlIty of
settlmg for less than we should

ObjectIves also prOVIde a sound basIS for the deCISIOns we Will make whIle developmg
and selectIng medIa and methods In addItIOn, the determmanon of objectIves helps
resolve dIfferences when several people are mvolved In a presentation Furthermore,
objectIves WIll help prevent bIases or prejudices that we may have toward VarIOUS pres
entatIon mgredIents

The first tlung we Will want to do IS to define the results that we want to see from
any presentatIon We need to descnbe what we want to see as the end results, and
what we want to aVOid as outcomes ThIs descnptlOn WIll help us choose the better
alternatIves for our presentatIon We can also test our obJecnves to see that they are
practIcal We do thIs by answenng these questIons
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o Are the ObjectIves Relevant for the AudIence?
Does each ObjectIve pertain to the audIence and the problem SItuatIOn we are
addressIng If not, the ObjectIve should not be Included

o Are There Any Known ReqUIrements or StIpulatIons that Affect the ObjectIves?
In many mstances, there are uncontrollable cntena that Will have a bearmg on
our ObjectIves TheIr Impact can be substantIal We Will want to mclude any
reqUIrements, that we know about, that our presentatIOns Will have to meet For
example, we may have to mclude Items that the boss reqUIres

[j Are There Any Constraints WhIch Affect ObJectIves?
Constramts are those thIngs wluch mIght lunder, IImlt or even elImmate an
objectIve Constramts are such tlungs as cost, shortage of eqwpment, lack of
appropnate faCIlItIes, tIme, mechanical or technIcal lImItatIons We have to
deSIgn our presentations WIthm the constraints

Recogmzmg constraints, at tlus pomt, wIll keep us from purSUing ObjectIves that
can't be reached or are too Impractical to attain

The aUXIlIary objectIves we would lIke to see aclneved should be given the same test
questIons, but With one addItional questIon

[j Is the aUXIlIary ObjectIve deSIrable and pOSSIble or Will the addItIOnal effort or
mvestment make the task too great? We don't want to mclude It IS the aUXIlIary
objectIve makes the task too great

IfpOSSIble, we may want to rank the objectives m order of Importance ThIs
forces us to conSIder the relatIve value ofeach one and helps us deCIde what
we can and cannot compromIse when we make our presentation

So, we make presentatIOns With INTENT In mmd Tlus should cause us to
do two Important actIVItIes

Use the INTENT to deternllne CONTENT
We select the objectives because they should determme what we thmk, feel, say and do
We want to conclude only that CONTENT that IS useful In aclnevmg our INTENT

Use the INTENT to get the audience to go on the Journey.
We use the ObjectIves to sell the audIence the tIckets for the tnp ThIs strategy IS based
on some sound reasomng FIrst of all, few people lIke to be led around blmdfolded
AudIence members went to know where we are talang them BEFORE they commIt
themselves to gomg With us

In addItIon, by sharmg the ObjectIves ofthe Journey With the audIence, we can get them
to orgamze our presentation matenals as we go They Will know the deSIred outcome
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and the auxIlIary objectIves They WIll be able to see where InformatIon fits and where •
arguments lead

Also, by shanng the Journey's objectIves With the audIence, we Will be able to draw
upon theIr abIlItIes and energIes They Will be able to contnbute relevant responses
(IncIdentally, by knoWIng the deSIred result, they are less lIkely to lead us down
Irrelevant "SIde tnps" durIng our presentatIon)

To make tlus pnncIple work effectIvely for our presentatIOns, we WIll want to do
several thIngs

START the presentation by defmmg the INTENT
SHARE the "map" with the audience
Use the map to stay on track.
Mamtam your outcome, not your posloon.
Make the INTENT "personal" to the audience

SpeCIfy, to the audIence
... how tlns WIll affect you
... what you WIll be able to do
... what problems ofyours you'll be able to solve
... how you feel when you get there
... how you WIll know that you've gotten there
... how you can apply It
... how you WIll be better off for haVIng taken the Journey
to Bon Voyage l

#5 IrredUCible Minimum
For every subject we present, there IS an IrredUCIble mlnlmUID hat we must present
That IS, there IS a mInImum quantIty of InformatIon that we must provIde m order
for the audIence to understand the subject or perform the task There are several
Important POInts In thIs pnnciple Each pomt Illustrates a different kInd of situatIon
for the audIence

Audience Performance
When we want an audience to do somethIng, we have to provide enough
InformatIon, InstructIOn, directIOn and structure for them Ifwe don't, they Will be
confused and frustrated They WIll not respond appropnately, because we Will not
have prOVIded suffiCIent mformatIon

Persuasion

•

The second case IS where are trylng to persuade the audIence toward a partIcular pomt- •
of-VIew Here, the Irreducible mmlmum IS more ofa process

o Argument theSIS
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o EVidence
o Summary or Conclusion
o Call for decIsion

The theSIS IS the fonnal propositIOn wmch we plan to prove by argument It tells the
audience where we are headed and what we plan to accomplIsh

The eVidence IS presented as an argument conslstmg of truths or premIses that are
lInked by the rules of logiC A deductive argument WIll begm WIth a general prmclple
or "law" and support the reasonmg that leads to predlctmg a specIfic case An mductIve
argument WIll present an hypotheSIs and support It WIth rellable StatiStiCS drawn from
observation ofspecIfic cases In deductIve reasonmg, the argument follows the "rules"
of lOgIC and the SCIentific laws of the subject under mvestIgatlon In mductive
reasomng, the argument follows the "rules" ofprobabIlIty theory and statistiCS In both
SituatIOns, the Irreducible mmImum IS defined by the "rehabillty" of the eVidence m
mathematIcal terms

The conclusIOn of an argument IS based on truth tables (deductIve) or probabIlIty
(mductIve) It represents a calculated predICtion about the future based on the eVidence
ofthe past

The call for a deCISion asks the audience to concur WIth the "truth" (deductive) or the
hkehhood (mductIve) of the conclusIOn Where the audience chooses not to accept the
conclusIOn, they are reqwred to refute It WIth true and rellable eVIdence to the contrary

Selhng
Where It IS the case that we need to sell the audience an Idea or an object, we have
another proces,; to satIsfy WIth a mlIDmum of Information

o Need
o DeSired Results
o Feature
o Benefit
o Commitment

The first essential step IS to have the audience agree that they have a real or perceIved
need for the Idea or object We may do this by askIng them to reveal needs or by
suggestIng known needs and gettIng theIr concurrence By gettmg the audIence to buy
mto the need, we have made a strong case for the remamder of our presentatIOn (they
want to hear how to satIsfy the need)

The second step of selhng IS getting the audIence to descnbe ItS deSIred outcome or
results We do thIs also, by either askIng questIons that produce an affirmatIon or by
presentmg results that we suspect they deSire and getting their confirmatIOn By gettmg
the audIence to declare what the deSIred results are to look hke, we have created a clear
descnptIOn of what we WIll proVide to satISfy the needs
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The thrrd and fourth steps are related to each other In the third, we explam how a
feature of our Idea or object provides for the specific need the audience has Then,
fourthly, we demonstrate the benefit of the Idea or object to the aud~ence We do thIs
by Identifying the audience's deSired result that IS satisfied by a feature of the Idea or
object we offer

The fmal step IS askIng for a commitment Here we get the audience to agree to an
actIon or actIon plan, on theIr part, that represents theIr acceptance It may be approval
ofa recommendatIon, a decIsIOn, a conclUSIOn, a SIgnature on a negotIated Instrument,
etc

An Irreducible mIrumum In sellmg IS affirmation or confirmation of each of the
steps

ExplanatloD
Where our presentation IS "for mformatlon purposes only," we Will want to prepare our
IrredUCible nnmmum. m a different way We Will want to prepare ourselves With full
mformatIon on the subject, but gIve the audience only the mmunum Then, we Will be
prepared to offer answers for questions, IllustratIons for confusion, and proof for
doubts Visually, we mIght show It lIke thIs

All that we have rehearsed that IS beyond the-heart-of-the-matter IS reserve power
for us

ConclUSIOD
We can apply the IrredUCible mmImUID to these cases by makIng reference to some
well-worn truIsms about breVity, With suffiCiency

Keep It lean and meamngful

Audiences are used to 20-second or 30-second teleVISion "spots," get to the pomt
and get out

a K ISS (Keep It short and SImple)

a Follow the shortest path, the shortest distance between two pomts (begInnmg
and outcome) IS a Straight Ime You can always take audIence members on
excursIons later, after you've achIeved your outcome

Audiences always want to follow the path of least resistance

•

•

o -Shoot for "short," but dan't make the bndge so short that It falls to cover the
span
• the span between mstructIOn and actIOn, •
• the span between thesIs and conclUSIOn,
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• the span between need and commrtment, or
• the span between questIon and answer

o Take all of the slack out of the rope before you start to pull (or you Will
spend your tIme takIng up slack and you WIll Jerk your audIence along)

Present "need to know", forget "ruce to know"

o "To be Witty IS not enough One must possess sufficIent WIt to aVOId havmg
too much of It "

o "WIsdom consIsts m not exceedmg the hmit " Elbert Hubbard

#6 Memorable Methods
Our presentations are much more lIkely to be effectIve IS they mclude methods that
are deSIgned to eXCIte the audIence's memory There are several reasons for this

How Memory Works
First ofall, memory follows a four-part pattern People remember when they

• WIll to (Want to)
• Attend to (pay attentIon to)
• Relate It (Refer to somethIng already remembered)
• TItle It (Label the mfonnatlon as a file)

These four elements create the memory acrostIC WAR T

Smce people remember on the basIS ofthese four factors, we Will be WIse to mcorporate
methods that addres~ all four

o We should mclude references m our presentatIon that the auchence Will want to
see and hear These are references to what we know they want and need

o We should mclude references that the audIence Will pay attentIon to Smce we
know that people attend to mfonnation that confinns therr own behefs and
values, we Will want to refer to therr known belIefs and values

We should mclude thmgs the audIence already knows ThIs way, we are gIvmg them
reference pomts for new mfonnatlon

o We should mclude appropnate labels for new mfonnatIon so the audIence
members can file It for recall Where pOSSIble, we wIll want our labels to relate
to the outcome (deSIred results) of the presentatIOn

VISualIzatIon
Second, we need to recognIze that ears tend to tngger only lImIted memory What we
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want to stnve for IS visuahzatlOn We can do tIns by provIdmg word-pIctures, by •
provIdmg vIsual representatIOns and by funushmg actual vIsual reproductIons Each
adchtIonal dunenslOn mcreases the hkehhood that memory Wlll be enhanced We want
our presentatIon to IMPRINT so the audIence Wlll REPRINT when It IS appropnate to
recall

RepetJtJon
ThIrd, SInce memory IS enhanced by repetItion, we should buIld redundancy mto our
presentatIOns We need to do tlns ma way that IS not chIldIsh or patronIzmg

ReductJon
Fourth, we should recall that memory IS a functIon of reductIon For Instance, the
memory factors are reduced from four factors to four letters, WAR T To get an
auchence to remembers a one-hour presentatIon, we should reduce It to a key theme and
reduce the key theme to a phrase or word that "pops out" m the audIence members'
mInds Where possIble, this should be a relevant Item that IS ofSIgnIficant benefit to the
audIence

Media
Fmally, we should select and use medIa to make the message memorable
Presentations may requrre medIa ofvarymg types m order for us to be effectIve Part
ofour effort mcludes gIvmg conSIderatIon to the medIa we may reqUIre and the way •
we Wlll use them There are several poSSIbIlItIes We should mclude a mental rehearsal
of the use of the medIum so that the analysIs IS detaIled The comments Wlth each of
the Items shown below Wlll help us m our selectIon

Language (As a medium of commuDicatlOn)
o AVOId excess verbIage
o Stay away from long, complex sentences
o Define terms or phrases the audIence IS not lIkely to understand
o Be careful about Jargon that people cannot grasp or wluch reqUIres exceSSIve

tune to explam or to chgest
o Restate key or complex Ideas

Wlule breVity IS to be treasured, some Ideas or pomts reqUIre repetItIOn or elaboratIon
before they are understood A multunedIa presentatIon often accomphshes thIs

VISual Aids (SlIdes, Charts, Diagrams, Photography)
VISual aIds are mtended to supplement and emphasIZe pomts ill our presentation They
should not be a crutch or detract from the presentatIOn

Select the key Items for VIsual presentatIOn Havmg too many VISuals can be chstractmg
We should make VIsual those Items that represent somethmg defimte and Important

o FIt the aIds mto the presentatIon plan
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o Plan comments ahead of tIme
o Use vIsuals that are easy to understand

Complex models and "busy" vIsuals Just complIcate the process of commumcations
They make memory dIfficult

o Be sure VISuals Will be readable by people m the back ofthe presentatIon room

o SIze and colonng are sIgmficant We need to expenment Use darker colors
(black, blue) and make lettenng 1" lngh for each 20 feet from the VISual your
auchence members my be

o Have VISuals arranged m order, ahead of tIme

o Prepare to comment when the vIsual IS exposed

o Pace the use ofVIsuals

o Talk to the audIence, not the VISUal

WhIle we Will gesture toward aIds, we Will want to make our pomts to the audIence,
partIcularly the SIgnIficant pomts That means that we Will have to know our aIds
before we make our presentatIons

ExhIbIts, Samples, and Models
ExhibIts, samples, and models wlnch can be used In demonstratIons are dramatIC and
appealmg They energize more of the senses and enhance memory

o Make sure the Items operate smoothly

o Have a neat arrangement

o Have props m clear VIew of the audIence

o Reveal when addressed

o Let people examme after the presentatIon

o Focus attention on the auchence

Reference Matenal
Reference matenal IS dIstrIbuted for the purposes of clanfymg or supplementmg our
presentatIOns There are some key pomts to keep In mind

o Advance study



a Have enough matenals for all partlcipants

a DIstnbute before speakIng If It IS needed at the start of the presentatIon

a DIstnbute when needed In the presentatIon

a DIstnbute after the meetIng

LJ Clanfy where attention IS to be gIVen

Media Selection GUidelines
There are also some practI~al consIderatIons for the selectIon of media for a
presentation Consider these five cntena

Cntenon #1 Cost
Consider the costs of the medIa Then decide upon the media whIch gives all of the
advantages that you can afford

Cntenon#2 Function MatchlDg
Consider the function of the audIence In the SituatiOns you are referencing m the
presentation The medIa should match, as closely as possIble, the conditions of the
situation

LJ Does the function requIre/provide audIO stImulatIOn and/or audiO
dIscnmmatIon? Use an audIO medIUm

o Does the functIon reqUIre/proVIde VISual stimulatlOn? Use the medIUm that
matches
wntten/pnnted?
graphIc pictonal?
motIon?
color dlSCnmmatIon tasks (e g matchIng Ink or color samples, spottIng
dIscoloratIOn)?

Cntenon #3 FORM and TIMING
ConsIder the form and tlmmg ofthe presentatIon carefully The medIa
should be easy to use, avaIlable when and where needed, and as Interactlve
as pOSSIble The deCISIon represents a compromIse of audIence, locatlon,
mode and tIming along a contmuum (Mark all four scales and find the
average score on the scale It pOInts to the appropnate medIa)
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CONSIDERATIONS

Number In Audience

• IndiVIdual Large Group

1 2 3 4 5 6 7

Location

Vanable FIXed

1 2 3 4 5 7

Mode

Self-examtnabon Presenter-led

1 2 3 4 5 6 7

TimIng

Flexible vaned FIXed Ilmded

1 2 3 4 5 6 7

MEDIA
1 2 3 4 5 6 7

Printed 35mm Audio Video
or

Film

•

•

Cntenon#4 AUDIENCE
ConsIder the abIbty and motIvatIon of the audIence Unslalled and semIslalled tend to
reflect lower readmg/wntIng slallieveis and suggest mOVIng toward the audIo-vISual
medIa. Slalled and professIonal level auchences tend to IndIcate lugber readmg/wntIng
slalls Those In manual Jobs are more hkely to respond to audIO-VISual stImulatIon
Those mvolved In "braIn" work WIll tend to accept the need for dtggmg out the
mformatIon m more detalled form

Cntenon#5: TYPE OF PERFORMANCE
ConsIder what must be done by the audIence to apply the mformatIon to theIr hves
Use the prmcIples of "recursIveness" It IS stated as Use the method you're tryIng
to teach, to teach the method you're tryIng to use

#7· Selflessness
There IS the story told ofa father and daughter who went fishmg As the young cluld
watched her father put the worm on the hook, she rebelled She couldn't see how her
father could be so cruel, In spIte oflus explanatIon ofthe reasons Instead, she chose
to let her self-views control her behaVIOr She began her fislung WIthout any balt on
the hook Needless to say, she caught nothIng

The moral to the story should be clear YOU CAN'T "SELL" FISH IF YOU'RE
SELFISH You must offer the fish sometlung ofmterest to them somethmg they
desrre somethmg they would hke to smk their teeth mto

Many presenters are hke the young lady In spIte of the reasonable explanatIons to
the contrary, they try to hook audIences on presentatIOns that are ofno mterest to the
audIences These presenters try to sell people on selfish Ideas or VIews

We should understand a few basIC tlungs about ourselves and our audIences Ifwe
approach our audIences WIth the thought that we WIll get sometlung from them
WIthOut gIvmg them somethIng, we are mIstaken Audiences look for theIr own
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outcomes They don't dislIke presenters, for the most part, but they have to see
somethmg m It for themselves before they'll "bIte" on what the presenters say

It IS understandable that presenters would thmk selfishly because audiences think
selfishly The key IS that a selfish audIence Will Ignore a selfish presenter The
audIence can afford to be selfish, the presenter cannot

Outcomes and Objectives
Whether we found out m preparatIon, or by mvolvmg the audIence at the start, we
should know theIr deSIred outcomes Once we do, we should make these outcomes
VISIble to the group VlSlble objectIves keep rermndmg the audIence ofhow Important
therr desrres are These vISIble outcomes Indicate to the audIence that the presenter IS
puttmg theIr needs first

The real value of haVIng self-objectIves In front of the audIence can be seen by
consldermg what happens when audIences do not feel that theIr needs are beIng met

~ They feel resentment toward the presenter
~ They feel remorse about anythmg the presenter has "forced"them to buy or buy mto
~ They feel the need to get revenge for "USIng" them to satISfy the presenter's selfish

goals
.. The best path of presentatIOn IS to be self-less In exhIbItIng the audIence's out

comes Then, we merge our ObjectIves Into theIrs, to show that they are gettIng
everythIng they had hoped for

4 RIghts
Audiences have nghts We mIght call them "consumer nghts" What we need to do IS
remember that our audIences are our consumers We do not want to mfnnge on therr
nghts We do not want them to have to assert t.'lelr nghts, or fight for theIr nghts
Instead, we want to respect theIr nghts We do so In two ways

DON'T

FIrSt, we do not offend the audience by off-color stones or by raCIal, ethnIc, relIgIOus
or sexual]okes that serve to put down any class ofmdlvldual We do not presume to
have the nght to ndlcule any person In the audIence or any person the audIence
members may affihate With We do not use "questIOnable" language or vIsuals In our
presentatIOns We do not stereotype the audIence or Its members

DO

•

•

Second, we give the audIence the "hcense" to thmk, feel and react They already have
the nght to do so, but we need to exphcItly assert then nght for them We can do thIs •
In several ways
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o We can Instruct the audIence that we WIll present them WIth all sIdes ofan Issue
and let them choose

o We can tell them to ask questIons at a specIfied tIme or at "any tIme" dunng the
presentatIon

o We can express a range of VIews or feelIngs whIch demonstrate that It IS
"OKAY" to have such opIIDons

o We can ask for therr thoughts, feelIngs or reactIOns

o We can receIve defensIve reactIOns In a neutral tone

In conclusIon, we WIll express selflessness to the audIence by reversIng the selfish
concepts we mIght hold

• Acceptance
• Achievement
• RecognitIOn
• Status
• Rights

ThIs IS how we can be selfless

#8: Word Pictures
One author has suggested that "the best way to keep an audIence on rack IS to lay the
track for them" He further suggests that you should "pIcture your presentatIon In
your mmd then pamt the pIcture for the audIence " The author uses these
IlluStrations to emphasIze the value-ofword pIctures to the audIence

Developmg word pIctures In our presentatIons Involves two elements
IMAGE-matIon
VISUAL-IZatIon

Let's learn each of them by understandIng "ImagInatIOn" and "VIsualIZatIOn"
ImagmatIon
It IS not always easy to draw the borderlIne between daydreammg and ImagInatIon
Daydreammg leads nowhere whIle ImagmatIOn leads to a destmation WIthout
ImagmatIOn, there would not be any progress In our attempts to solve new and
"dIfferent" problems Whoever develops an InVentIon IS searchIng for somethIng
new that does not eXIst at the present tIme It eXIsts only In the mmd ofthe Inventor,
It IS a product ofhIs or her Imagmation ImagInatIOn IS one ofthe strongest and most
Important forces m our efforts to present Ideas Instead of ImagmIng and then
Inventmg, we Will be ImagImng and then presentmg
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Tlus does not mean that ImagInatIOn IS equally powerful In all human beIngs Just as •
we differ In our ablhty to observe or to concentrate, so the degree of ImagmatIOn of
whIch we are capable differs Widely There are people whose mental eye permits them
to "see" everything they are thInkIng, almost as clearly as If It were m front of them
There are others who mental Images are always blurred and maccurate, and who must
rely much more on theIr expenence than on theIr ImagmatIOn To sharpen our own
mental Images (ImagInatIon), we need practIce In creatIng mental pIctures, models and
concepts

The effect oftlus practIce WIll be great When we read a newspaper, magazIne, or book,
the 1IIlpreSSlOn on our bram cells WIll be much deeper because we form clear mental
PiCtureS as what we are readIng Words are almost meamngless Ifthey are not translated
mentally mto pIctures

People who combIne a VIVId ImagInatIOn With creatIve abilIty and good taste are rare
and therefore hIghly valued That IS why people pay big fees to motIon pIcture
directors, to the archItects who deSIgn and bul1d houses, to the mtenor decorator who
takes care of drapenes, furnIture, and IIghtmg InstallatIons, to the artIst who creates
advertlsmg, paintIngs, sculptures, mUSIC or new products These people are able to
picture an Image 10 the mmd and translate It mto realIty

Reproductive or CreatIve
There IS a dlstmctIOn between reproductIve and creatIve Imagmation WIlham James
calls Imagmatlon "reproductIve," "when the copIes are lIteral " He means when our
mental eye VIsualIzes the same Items whIch our natural eye notIced m reality, he speaks
of "creatIve" ImagInatIon," "when elements from dIfferent ongmals are recombmed so
as to make new wholes"

In both cases, the dIstmctlon between eye-mmded and ear-mlnded people enters the
field As far as "reproductive" or receptive Imagmatton IS concerned, the eye-mInded
person Will have no difficulty m visuallZmg a bul1dIng or a room or a person he or she
has seen prevIously, whIle the ear-mmded person can easIly reproduce mentally a
melody he or she has heard We can add the motor-mmded person who 1IIlagmes and
feels the movements ofmuscles whIle thmkmg or domg athletIc exerCIses

Vlsuabzatlon

Once we have traIned our Imagmations, we can begm the process of visualIzmg Ideas
ThIS means to convert Ideas to pIctures We WIll want to VisualIze It before we try to
vlsual-lZe It We do thIs by one or more of three methods

o SIMILE
o METAPHOR
o ANALOGY
o DIrect SimIle/Analogy
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CATEGORIES OF METAPHORS

MAJOR CATEGORY SUBCATEGORY EXAMPLES

Restoration Medical Ills Rash Cancer Wound Cut

• (Put back In Theft Stolen Robbed MISSing
proper state) Repamnan Broken down Faded Burned out

CleansIng Clean up DIrty Contaminated

Journey On Land Barners Maze Obstacle Course
(Travel) Clogged channels

Umficabon Family Home Offspnng Care
(Put together) Shepherd Flock Lead Tend

Sports Team Out-of bounds Groundrule

Creabonal Edifice Foundation Planks Floor Walls
(New) Weaver Fabnc WeaVIng Thread Pattern

MUSical DISharmony Symphony Melody
composer

Nature l.JghtDark Sheds light Eclipse Dull
(Natural) Bnght

Physical WtllrlwJnd OasIS Desert
phenomena Mountains

BIology Cobra Monster Sactena
Muscles cells

•

•

#9: Rehearsal
Ifyou were a smger, you would want to practIce every note of a new song, before you
went m front ofan auchence to smg It Ifyou were an actor, you would want to learn ad
ofyour lmes, before you stood on stage to perform Why would It be any different for
your presentatlons?

A smger's fame nses and falls WIth audience reactIons, an actor's abilIty IS assessed by
the pubI1c's perception, our careers are made or destroyed by the unpresslOns we make
m our presentations Therefore, It IS mandatory that we rehearse our presentatIons

We should notIce that "rehearse" IS denved from Old French words

re=agam
bercer = to barrow
A harrow IS an Implement used by farmers to finally prepare the sod for plantmg A
harrow smooths and evens out the sod So, to rehearse IS to smooth and even out the
raw matenals ofour presentations so that the seeds of thought that we want to plant m
the audIence wIll grow and bloom and bear fruIt

"Rehearse" IsJ"l'QI DERIVED FROM-"re~"-and-"~hearse"as Ifwe-had to "che" each
tIme we get m front ofan auchence and "dIe a thousand deaths" when we antiCIpate the
expenence We wIll adnnt that "hearse" IS denved from Latin "hIrpex", meamng
"harrow", and that facmg the Gnm Reaper may be a harrOWing expenence But, our
presentations should not bnng us funeral fear

There are two major components of effectIve rehearsal PAPERWORK and
PRACTICE

PAPERWORK
Ifa presentatIon IS worth the effort, we Will want to put EVERYTHING down on paper
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We want to thtnk It through every word •
o We want to wrIte It out so It looks nght, and edIt It out so It sounds nght
o We want to punctuate each presentatIOn pomt
o We want to polIsh every presentatIon plateau (each presentatIon paragraph) so

we draw our audIence along, step-by-step
o We want to document every punch (emphasIs) and every pause (for emphasIS)

so our delIvery IS real ThIs IS lIke addmg the mUSIC to the lyncs m a song

We want to cue every prop and every actIOn
o We want to parallel every VISual so that "SIght" and "sound" are synchrornzed,

they should be lIke two tram tracks, laId side-by-slde, firmly fixed WIth respect
to each other and headmg parallel toward the destInatIon

We want to bwld bndges between our presentation Ideas so we don't leave the audIence
stranded as we leapfrog among unattached lIly-pads of thought

o We want to reVIew and repeat to keep the theme m focus, or to bnng the
presentatIOn to a comprehensIble close

After we have everythmg on paper, we begm the process of reductIon ReductIon IS
needed to get the presentatlon from a complete scnpt to a practIcal presentatlon format
ofnotes

o We reduce paragraphs to tOPICal sentences •
o We reduce sentences to key clauses and pertment phrases
o We reduce clauses and phrases to words and word-pIctures
o We reduce words and word-pIctures to acronYmS, acrostIcs, and audio-Visuals

The Idea ofreductIon IS SImple we DO NOT want to read a presentatIon nor sound lIke
we are readmg It (except where It IS regally essential that we quote or CIte speCIfic case
matenal) We need to know our presentatIOns well enough that a senes of letters, or
words, or IllustratIons, or pIctures Will cause us to recall all ofthe thoughts we had and
all of the pomts we wanted to make

How much reductIon IS necessary? Well, rehearsal IS lIke fallmg m love, you'll know'
When you know that you know your presentatIon, you're ready

PRACTICE
Most experts recommend that a presenter rehearse a presentatiOn four or five tImes,
after It IS known It IS reported that Abraham Lmcoln gave all ofhIs speeches several
tImes, aloud, to hImself

An obVIOUS reason for "dress rehearsal" IS to practIce the tlme and tImmg of the
presentatIOn Some people thInk a presentatIon through much more rapIdly than they
actually present These people need to do theIr practIce "lIve" so they can learn what to
elumnate In order to get the presentatIon WIthm the lImIts of tIme Those people who,
m actual presentatiOn, fly through what took them hours to rehearse Will want to do
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theIr "hve" practIce m order to add appropnate pauses, mteractlOns and recapItulatIons
a PractIce WIth demonstratIon props
o PractIce at vIewmg vIsuals from the audIence's pOSItIon to make sure

VISuals are vISIble and verbIage IS readable
a PractIce at standing, startIng, sluftIng POSItIOns, stopping and eXItIng
o Practice at asking for whatever comrmtrnent IS needed
o Practice at antICIpatIng answers, respondmg to questIons and canng for

audIence concerns
o PractIce at receIVIng approval, receIvmg applause and expressing apprecIation

Fmally, It IS essentIal that we practIce our VOIce prOjectIOn To do tlus, we should use
an audIo tape recorder to tape the presentatIOn so we can hear and "see" what we sound
hke For VOIce prOJectIon, we practice each of the PIC T U R.E elements untIl we
project what we want projected
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THE P.l.C.T.U.R.E.

Our words and sounds and non-verbal signals create pictures and perceptIOns In the mInds of
others When we control what we send, we control what others receJVe and perceive

P=Pltch
Our vOice pitch may be anywhere from very low (deep) to very high (shnll) We create an
ImpressIOn With pItch We can control It to make the ImpressIOn we want to make Higher
mdlcates msmcenty lower IS more behevabJe

I = Inflection·
We can make our statements nse at the end, to set a positive and optimistIc note, or we can
speak monotone TraIlmg offdIsplays pessImism and negatIve connotatIons Inflection mdlcates
concern real mterest In the subject We need to accent our words, punch our POInts and pause
at proper times

C = Courtesy
We convey respect and acceptance when we add SOCIal pohteness, etIquette, and protocol to our
commumcatIons Words hke "please" and "thank you" are obVIOUS AddressIng people With therr
preferred names IS another Important mgredlent AskIng Instead of demandIng IS also a useful
techmque Where formalIty IS an establIshed procedure, we wIll do well to learn and use the
appropnate tenns and titles

•

T=Tone •
We probably do more m picture creatmg by our tone than by any other smgle element OUf tone
will usually reveal our own emotional state Therefore, It can range from frtendly to hostile, from
calm to excited, from mterested to unconcerned An easy way to recall the proper tone IS to
remember "phone tone" the way we speak to our dearest frIends when we calion the phone
With emotIons, control them and then convey them

U =UnderstandabIlIty
Our words and statements can make sense or sound lIke nonsense We can Improve
understandablhty by orgamzmg our thoughts before we speak, by rehearsmg Important
messages, and by careful dictIon Speak In theIr language, to theIr level Av01d patronIzmg

R=Rate
We may speak from very slow to very fast Our rate of speech conveys a sense of patience or
lffipatlence to our lIsteners Rate can also display seriousness (makmg good use of tIme) versus
wastmg time The best adVice IS probably to adjust our rate to the rate of the other person's
speech when It'S POSItive, and to slow down when the other person IS negatIve

E =EnunCIatIon
We need to make our speech dlStmct and clear We can do thIS by learnIng and usmg the proper
pronuncIatIOns, by artIculatIng WIth lIps, teeth and tongue, and by maIntaInIng a face-up-and
forward stance toward the other person

•
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We may want to tape ourselves With a vIdeo recorder to examme and "harrow" our
behavIoral prOjectIOns as well

Ofcourse, our practIce may not make our presentatIons perfect, but It Will surely make
them more professIonal To Insure agamst slIp-ups m speech, snafus m stagmg and the
other "banana peels ofMurphy's Laws," we Will practIce to prevent them

10· Stage Presence
To understand what "stage presence" IS, thmk of places where you are most
comfortable Is It your own home, your own office, your own car? For most people,
these are the locatIons offeelmg "at ease" With the surroundmgs

What IS common about these SItuatIOns? Is It not the word "own?"

Own the Stage
To have stage presence, you have to feel that you own the stage

n tt t t:1 'Ui"ltlrl:'- ............,,J'-"Wo.L~,

o you have every nght to be there,
o you have authonty and power there,
a you are m command, m charge,
o you are domg what you are supposed to do there,
o you are famIlIar With It It fits lIke an old pair ofshoes, a comfortable

chair or your "expenencedtt bed,
a you know It lIke you know the back of your hand

Become famIlIar With every part of the room or auditonum, arranged as It Will be
when you use It, If pOSSIble

a SIt or stand everywhere, bec.,ome an audIence member so you know what It
looks lIke to everyone

a Check out the set and the stage Know where everythmg IS, where It comes
from and where It goes

a Know where the controls are for

• lIghtmg,
• heatmg/aIr conditlomng,

• sound,
• audIO-VISuals

o Check out all eqUIpment for proper operatIon and have backup eqwpment or
a contIngency plan for every Item

Get Into pOSItIon and rehearse your pOSItIon as well as your delIvery (If pOSSIble)

Be up ior Our ltudlence
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There are several "UPS" that ADD UP to stage presence

o Ifyou're standIng, STAND UP'
CJ Ifyou're SIttIng, SIT UP r
o Get your HEAD UP'
o SPEAK UP'
o Keep your EYES UP'
o LIGHT UP'
o BE UP'

Take Charge of Your Audience
Stage presence InCludes some assertIveness to manage the facl1ItIes and the audience
members Up front, we have to let people know that we are In charge of the
presentatlon Some oftins we can "arrange" ahead of tIme, but some of It reqUIres that
we "give directIOn" to the audIence and "stage hands," regardless of theIr affilIatIon

•

CJ Arrange the seats or seatmg so It IS most condUCIve to your presentatlon
methods
• Conference style for a conference,
• Audltonum style for VIeWing and heanng,
• Team style for teamwork or workshop With small group,
• Side-by-side for problem-solvmg, deCISIon-makIng or proposal •

presentatIon

CJ Arrange the audience accordIng to your needed seatmg arrangements
• Move them to the front
• Pack them together
• Rearrange sub-groups or clIques who mIght dIsrupt your presentatlon
• Handle the handicapped who may have difficulty seemg or heanng from

certaIn lOcatIOns

CJ Adjust the eqUlpment, seating or audience, to compensate for seemg or hearIng
problems that anse

Face Your Audience
It IS very easy to slIp mto body postures and gestures that do not keep the audience
as the center-of-your-attentIon To prevent thIs from happenmg, be careful to
"square up" your body, shoulders and eyes to your audIence when you're dIrectmg
remarks to them and when you're trymg to lIsten

o POSItion your VISuals before you open your mouth, then face the audience,
not the VISual

Wnte what you have to wnte, then gIve the audIence your attentIOn agam
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o Sluft your eye contact to the entIre audIence Do tlus regularly so you don't
lose anyone

_CL SYlJ'_m clear view ofyour entire audIence atalltlffies

o Move to address different sectIons ofyour audience Work m non
synchronous cycles so you don't "pmg pong" them to death

o Stay alert to audIence responses and react to those that are Important to the
success ofyour presentatIOn

Stage presence comes from the competence of knoWIng how to handle everytlnng
you have to handle Confidence comes from competence and preparedness

It IS very easy to slIp mto body postures and gestures that do not keep the audIence
as the center-of-your-attentIon To prevent tlus from happemng, be careful to
"square up" your body, shoulders and eyes to your audIence when you're dIrectmg
remarks to them and when you're tryIng to lIsten

o PosItIon your VISuals before you open your mouth, then face the audience,
not the VISual

Wnte what you have to wnte, then give the audience your attentIon agaIn

o Sluft your eye contact to the entIre audience Do tlus regularly so you don't
lose anyone

Stay In clear view ofyour entIre audience at all tImes

o Move to address dIfferent sectIons ofyour audIence Work In non
synchronous cycles so you don't "pmg pong" them to death

o Stay alert to audIence responses and react to those that are Important to the
success ofyour presentation

Stage presence comes from the competence ofknOWIng how to handle everytlung
you have to handle Confidence comes from competence and preparedness
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Evaluation & Revision ofPrograms
Evaluation oftraImng IS nothmg more than checlang to see If the TraImng
ObjectIves for any trammg actIvItIes have been achIeved A cntenon test Item IS an
Item that measures whether an ObjectIve has been aclueved or not To create a
cntenon test Item, we need only match the GIven, ActIOn, and Standard ofthe
ObjectIve

Given
To test a performer, we slffiply arrange to provIde all of the condItiOns which we have
stated m the ObjectIve We gIve the performer what they have to be gIVen m order to
be able to do the action that IS reqwred

However, there IS one fly m the omtment Whtle we are traImng people, we may not
have access to all of the matenals and tools that the performer must use on the actual
job

We may have to use "the closest possIble" SubstItute Suppose, for example, we are
oblIged to traIn people on how to use computer ternunals Suppose we use five different
kInds of termmals throughout the company and they are eqUIpped differently It may
not be practiCal for us to eqwp the tralmng room for all five termmals We may have
to be satisfied With one that provIdes most ofthe same features as most of the others

We may have to Simulate Many actIons that we requIre traInees to learn Will not be
used except In speCIal SItuatIons For Instance, If we are tramIng someone m CPR
(CardIo-Pulmmary ReSUSCItatIon), we Will not give traInees real heart attack VICtlIDS to
practIce on Instead, we Will test therr abIlIty to perform CPR by slffiulatlon usmg
"Anme" which allows us to tell If the traInee has the skills of CPR Slml1arly, we tram
people how to diagnose problems or handle cnses by slffiulatmg the conditions whtch
would eXIst

In testmg, we want to make the condItIOns as close as pOSSIble to the conditIons of
the actual Job Ifwe cannot gIve the traInee the exact resources, we use those that are
closest m theIr features Ifwe cannot let the tramee use the real eqUIpment ofthe real
sItuatlon, we SImulate

Where the job reqUIres performance under a vanety of condItIOns, we Will probably
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want to test under a sImIlar vanety of condItIons

Action
In testIng, we want the traInee to perform the actIon that IS called for In the ObjectIve
ConsIdermg the notes we have Just made about what IS gIven or sunulated, thIs ought
to be pretty straIghtforward At tlIIles It IS

However, there are tImes when we do not merely want the performer to do what the
objectIve says Let's go back to apomt we learned mobjectIves morder to see why We
WIll recall that some operatIons and deCISIOns that are reqwred of the performer cannot
be observed In those cases, we speCIfied actIons In the ObjectIve which would make
the operatIon or deCISIon observable ThIs leads us to make an Important dIstinctIon In
order to make tests of the actIOn for two types ofObjectIves

Objective States MaID Intent
Where the actIon stated In the ObjectIve IS the observable actIOn that IS reqwred to
perform the Job, we need only repeat thIs actIon In the test Ifthe tramee can do It m the
test, we can conclude that the traInee can do It on the Job

Objective Makes MaID Intent Observable
There we have the actIon In an ObjectIve only to make It observable, we have to
recognIze that dOing the actIOn mayor may not mdicate that the performer could do
what IS needed on the Job For example, suppose we need to have the traInee capable
of multIplymg In the obJectIves, we put In an actIon of wnnng the answers to
mulnphcatlOn problems !f we gIve the tramee a problem and he or she wntes the
correct answer, can we conclude that he or she multIplIed correctly?

Maybe and maybe not We may say, wnte the answer for 2 X 2 and the traInee wntes
"4" The tramee may have added or counted fingers mstead ofmulnplymg Smce the
actIon ofthe ObjectIve IS only an IndIcatIon of the deSIred mtent, the test Item IS only
an indIcatIon ofabIlIty

Where we find objectives WIth actions to IndIcate our deSIred abIhtIes, we Will want to
be careful We may need to sample more than one such mdicatlOn to get assurance that
the underlymg abIlIty IS present In effect, we WIll want to test all around the mam
mtent to be sure that It IS there The better the test Item, the closer It approXImates that
maIn Intent

•

•

Standard •
It IS very easy to Include the standards from ObjectIves m the test Items 10 most cases
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We simply measure the performance of the trainee With the standards stated Our
conclUSIOn WIll be as straightforward

DId the traInee meet the standard?

YES or NO

Iftlus seems hard or cold, It IS the only way cntenon testIng can work The tramee can
eIther do what IS necessary or not If the traInee can do what IS reqwred, the tramee IS
competent lfthe traInee cannot do what the Job reqUIres, he or she IS not yet competent

Uses of Test Items
Once we see how to get a match between test Items and ObjectIves, we may apply the
test Items m a nwnber ofways

Pre-Test
We may not use test Items for Termmal ObjectIves as"Pre-Tests"to see If the tramee
needs traInmg at all If the trainee can achIeve the termmal obJectIves, he or she does
not need to learn what the traInIng course provIdes

We may use test Items for testmg the abIlItIes that our AudIence AnalYSIS mdIcated was
eXIstIng ThIs would typIcally be called "pre-requIsIte testmg " We would prepare
ObjectIves and cntenon test Items for all of the abIlItIes that we are assunung to be
present m the traInees as they enter traIrung ThIs serves as an excellent venficanon of
our AudIence AnalYSIS

We may use test Items for Intenm ObjectIves m eIther of two ways Frrst, we may use
them to skip portIons ofa trammg program Suppose the program was deSIgned for new
employees However, we were not able to run the class untIl after the employees were
on the Job for a whIle In that tIme, they may have pIcked up some of the basIC
knowledge or skIll areas

Secondly, If we use test Items of Intenm ObJectives, we Will be able to separate the
traInees IDto those who already can achIeve and those who can't To get everyone to the
same level, we can have the capable ones coach the others

Interim EvaluatIOns
Cntenon test Items for Intenm ObjeCTIves are the way we check our progress durmg a
trammg program As each Intenm ObjectIve and Its matenalis supposedly fimshed, we
check to see that the traInee IS ready to go on to the next step ObVIously, where the
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traInee cannot yet do the performance called for by the I mtenm ObjectIve, we have to •
adjust the trammg and do the repetItIon or reVIew that IS needed to get there

We may also use Cntenon Test Items on Termmal ObjectIves to see If the traInee IS
ready for qualIficatIon as competent What we are domg IS testmg the traInee's abIlIty
to put together all of the skIll and knowledge factors of Intenm ObjectIves Ifwe see
that the needed performance IS not yet achIeved, we WIll bwld m the necessary practIce
and reVIew that IS needed

Post-Test
A Post-Test IS a test of the Termmal ObjectIves It tells whether the performer has
learned or not If not, some recyclIng WIll be used to IdentIfy and correct the
defiCIenCIes

All ofour testIng efforts are evaluatIOns ofprogress whIch can be used as feedback for
the traInee so that the tramee knows what success has been achIeved and what has yet
to be done It also serves as feedback to the TraIner so the TraIner knows what to do m
adjustIng the trammg so that traInees succeed

If we have all traInees succeed, we have successful traJlllng If we do not have all
traInees succeed, we make adjustments so they can succeed If they stIll do not succeed, •
we use the data from the vanous tests to evaluate

Below are a nwnber ofObjectIves and a number of test Items Select those test Items
whIch are cntenon test Items and Identify the ObjectIves for whIch they serve as
relevant tests

Evaluation and Revision of Training
We have already seen that the final stage of the tramIng system IS based on the Idea
that we and our system are not perfect We recognIze that we can have defiCIenCIes
at any ofthe stages 10 the system Therefore, we buIld m a way of locatIng and
correctmg defiCIenCIes

CriterIOn MatriX Competency
To evaluate trammg, we establIsh a matnx ofcntenon test Items and traInees We lIst
the Items along the "y" axIS (vertIcal) of the matnx and allow a space for each traInee
along the "X" axIS (honzontal) We then mdlcate whether the traInee accomplIshed the
test Item It IS shown on the next page

•
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•

A qwck glance at the complete matrIx WIll help us pmpomt the deficIencIes whIch eXIst
or whIch probably eXIst When we look at the, we WIll want to do so In a sequence of
steps whIch move from most lIkely cause ofproblem to least lIkely and from the most
practIcable solutIon to the more complex and dIfficult remedy

PractlcelFeedback Inadequate
The first place to look for a deficIency IS m the easiest area to correct, practIce and
feedback We WIll look at test Items whIch are not achIeved by a SIgnIficant percentage
of traInees We WIll Idenn:fy Ifthey are skIll areas If so, we may suspect that there has
not been enough practIce WIth good feedback for the traInees to become skIlled The
remedy IS to prOVIde more practIce and feedback

I
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MaterlaIllnstructlOn Inadequate
When the deficIent test Item IS a knowledge area, we Will suspect that there IS a
deficIency m the matenal or Its delIvery to traInees We wIll examme thIs by
reexanumng the matenal agaInst the cntena for good matenal If necessary, we Will
reevaluate the assumptions we have made about the tramees Tlus Will nonnally
reqwre only a partIal audIence analysIs m the speCIfic area of the matnx deficIency

Test Inappropriate
When we find no senous gap In the practIce/feedback element or In the maten
als/mstructIOn, we Will call the test Item Itself Into questIon Does It measure what It
IS supposed to measure?

Objectives Irrelevant
Our next potentIal area of fix IS the ObjectIve Itself TraInees often faIl to achieve
objectives which are not relevant to the overall task and Job We need to examme the
ObjectIve to see that It IS a need-to-know area Ifso, we Will have to detenmne If some
prereqUIsIte ObjectIve (and knowledge/skIll) IS reqwred to achieve thIs objectIve

Tramee Incapable
Only after we have thoroughly explored the four precedmg areas would we questIon
the trainee's capabIlIty to learn The reason IS sImple thIs IS a drastIC step for whIch
there are only senous consequences It assumes that our trammg has been adequate

When we do find that a tramee IS not representatIve of the audIence for whIch the
traImng IS deSIgned, we WIll have to make an economIC deCISIon as to whether
remedIal trammg IS practical Ifso, we WIll set about developmg that remedIal trammg
Ifnot, we Will have to take steps to remove the traInee from theJob In whIch the skIlls
are needed

Revision Process
We do want to use common sense In makmg reVISIOns ThIs means that we Will make
only the reVISIOns that are necessary and we wIll be systematic In makIng them so we
can track our success

FIrst ofall, we Will make reVISIons In the same sequence as our eXamInatIOn

1) PracticelFeedback
2) Matenal/lnstruction
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3) Test Item
4) ObjectIve
5) Tramee

For any madequate test Item we wIll only make reVISIOn to one Item at a tIme and then
we wIll reevaluate For Instance, Ifwe suspect deficIencIes In practIce/feedback as well
as deficIencIes In matenal/InstructIOn we WIll only change practIce/feedback
OtherwIse we would not be able to tell If the practIce/feedback or the ma
tenal/mstructIOn reVISIon solved the problem

We contmue the cycle ofevaluatIon and reVISIOn untIl we achIeve the pomt where all
job mcumbents are capable of aChIeVIng all ObjectIves (knowledge and skIlls) that are
needed to satIsfactonly perform the job Then we WIll know that we have done our
Jobs
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Model Training Programs
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The Basics of Managing P-O-C-C-M

Plannln =-
Format: Tlus program IS presented m workshop fonnat featunng lectures, case studIes, group

dIScussIons and role play opportumties PartIcIpants receIve specIal mstruments to
guIde resource allocatIon and to control resource utIhzation

Audience: Managers, SupervIsors and professIOnals With project management responSIbIlItIes

Methods: Tlu.s program provIdes partIcIpants WIth a comprehensIve overvIew of the "total
management" Job BasIC pnnclples ofPlanmng, Orgamzmg, Controllmg, MotIvatIng
and CommumcatIng are IdentIfied and demonstrated

PLANNING-

ORGANIZING

MOTIVATING

CONTROLLING

Managers wIll learn the plannmg pnnclples and how to apply
them to theIr Jobs
Managers ""Ill learn how to establIsh structure and effectIve
day-to-day orgaruzmg practIces

Managers WIll learn why control IS needed and how to
make It work

COMMUNICATING. Managers learn and praCtIce the practIcal elements of oral
and wrItten communIcatIOns to achIeve therr goals

Managers wIll learn the praCtIcal applIcatIOn of motlvatIon~1•
theones

Outcomes: PartIcIpants WIll
• IdentIfy the three underlymg pnnclples of plannmg (Where I am, Where I'm

gomg and How do I get there)
• Learn and apply the four key elements of each plannmg effort (Prepanng,

DecIdmg, Commumcatmg and Controllmg)
• IdentIfy the resources necessary to carry out plans
• Determme how to establIsh the organIzatIon structure and appropnate authonty

levels to accomplIsh work
• Learn to bwld controls mto theIr plans and practices so that they can meet theIr

goals and spot therr problems
• Learn to develop polICIes and procedures needed to complete plans
• IdentIfy and practIce the four major mgredlents of the basIC commumcatIOn

process and apply to theIr wrItten and oral mteractIons
• PractIce effectIve questIOmng and lIstemng technIques

Length: There are five modules In thIS program, each module conSIst of eIght mstructlonal
hours Program length can be modIfied to fit program time frames from one to five
days

•
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Format:

Audience:

Methods:

Outcomes:

Length:

What do I do next?

Setting Work Priorities

ThIs program IS presented m workshop fonnat featunng lectures, case studIes,
group dIscussIons and role play opportunltIes PartICIpants receIve pnontIzmg
guIdes to asSISt m pnontlzmg personal and group actIvItIes and efforts

Managers, SupervIsors and profeSSIOnals responsIble for settlng pnontIes for
groups and self

ThIs program IS desIgned to produce effectIveness through settmg pnontles To
be effectIve, managers must spend theIr tlme and effort domg the thIngs wlnch
count most In addItIon, manages must orgaruze the resources they control, so that
the proper resources are avaIlable to do the Important tasks at the proper tImes

PartIcIpants wdlleam to set pnontIes based on the InterrelatIOn offour factors
o The Purpose of theIr Job
o The Importance ofevents they manage and perform
o The Urgency ofevents they manage and perform
o The Sequence ofevents they manage and perform

PartICIpants WIll
• Develop an understandIng of the reasons for pnontles
• IdentIfy the three factors to consIder when settIng pnontIes
• Understand how to set pnontles usmg sound cntena
• Apply pnonty settIng to theIr whole-Job level
• Develop the abIlIty to manage InterruptIons

ThIs program IS deSIgned m an eIght hour format It can be presented as a stand
alone program or mcluded as a module m effectIve planmng progrmr..s It can also
be used m tandem WIth the TIme Mastery Program (TMP)



Format.

Seems like the more I do, The more there is to do!

Mastering our time J •
ThIs program IS presented m workshop fonnat featunng lectures, case studIes,
group dISCUSSIOns and role play oppOrtunIties PartICIpants receIve a customIzed
guIde and tnne log to evaluate the utilIzation of theIr tnne

Audience:

Methods:

Outcomes:

Length:
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Managers, SupervIsors and professIonals responsIble for theIr own personal
effectIve and effiCient behavIOr

Do you have enough tIme to do everythmg you would lIke to do? Ifso, you are In

the mmonty ofour hectIc socIety Most ofus have problems domg everythmg that
we would lIke to do TIus IS true m our busmess lIfe as well as m our personal lIfe
It seems that there are always thmgs to do, places to go and meetings to attend, but
not enough tlIDe to do It all

Many managers and professIonals expenence sIgnIficant dIstress m theIr bves
because ofall the thIngs they must do, can't do, want to do and have to do ThIs
program IS desIgned to help partICIpants understand three Important elements of
self-management
o How much TlDle managers have
o How to work EffectIvely
o How to work EffiCiently

• PartiCIpants Will develop an understandmg ofthe basIC facts about tIme
• PartiCIpants Will IdentIfy and understand "Myths and Rumors" about tlIDe
• PartiCIpants Will develop an understandmg of "effectiveness "
• PartICIpants Will develop an understandIng ofthe charactenstlcs ofprofessIon-

allsm
• PartiCIpants Wllliearn to set ononties for Jobs they perfonn
• PartICIpants Will evaluate theIr personal practIces
• PartICIpants Will IdentIfy \\ ays to correct defiCIenCIes m theIr personal

praCtices
• PartICIpants Will IdentIfy and prepare a plan for gettmg nd oftIme-wasters
• PartICIpants Will clasSIfy tIme-wasters or obstacles accordmg to the degree of

control they have
• PartICIpants Will develop strategIes and taCtICS for successfully managmg

speCIfic tIme-wasters or obstacles
• PartICIpants Will learn how to develop and analyze a tlme log

ThIs program can be deSIgned as a one, two or three day program

•

•



Seems like We Don't Make Progress in Meetings!

•

•

•

Format·

Audience:

Methods:

Outcomes:

Length:

Managing Meetmgs
ThIS program IS presented m \Vorkshop format featunng lectures, case studIes,
group dIsCUSSIOns and role play opportunIties PartICIpants receIve practical guIdes
wluch can be used m managmg theIr meetmg efforts

Managers, SupervIsors and professIonals responsIble for attendmg and managmg
meetmgs

Every orgamzatIon has Its slurs, cntlclsm, and Jokes about meffectIve and useless
meetings and commIttees StIll the fact remams that managers and professIonals
spend In excess of SIXty percent of theIr tIme m meetmgs, project teams, or
on-the-spot small group conferences

Many meetings can be elImmated or theIr frequency reduced, but smce meetmgs
are a part ofmanagenal and professIonal aCtiVIty, effiCIent and effective meetmgs
must be a goal ofany orgarnzatIOn

Ifmanagers are to produce more effectIve meetIngs, there are some key pomts that
need to be grasped and put to use The first IS to understand the process of
effective meetlDgs The second IS the concept of shared responslblbty for
results In meetmgs

ThIS program helps partIcIpants use a structure to develop effectIve meetmgs
o Step 1 Agenda
o Step 2 Preparmg Ourselves
o Step 3 PreparIng Matenals
o Step 4 TIme and Place
C) Steop 5 Preparmg PartICIpants

• PartICIpants Wllliearn to plan for meetmgs
• PartICIpants Wllllearn to analyze Meeting SItuatIOns
• PartICIpants Wllliearn how to Test the Need for a Meetmg
• PartICIpants Wllliearn how to conduct meetmgs
• PartICIpants Wllliearn how to summarIze and move forward

ThIS program can be presented In a one or two day fonnat
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Getting the Things Y00 Want!

_____________N_e.,\;;lg_o_tl_a_te_fo_r_S_u_cc_e_s_s Je
Format:

Audience:

Methods:

Outcome:

Length:
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ThIs program IS presented m a workshop format featunng lectures, case studies,
group dISCUSSIOns and role play opportunItIes PartICipants receive a ''NegotIatIons
SurvIval KIt" and speCIal dIagnostIcs to support "WIn WIn" negotiatIons

Managers, SupervIsors, ProfesslOnals

PartICIpants are prOVided With a conceptual model for negotIatmg the purchase
and sale ofservIceS and products Once the model IS developed, partICIpants have
several opportunItIes to practIce usmg the model to develop the slalls necessary
to successfully negotIate

Knowledge, know-how IS prOVIded by mformation and InstructIOn ProfiCIency m
perfornung the aet10ns and reactIOns Involved In negotIatIng IS prOVided through
practIce usmg the model and feedback prOVIded to partiCIpants

Participants Will
• Develop the abIlIty to recogmze when negonatmg IS takmg place (and when

rt~ e
• Be able to conduct goal-dIrected negotIatmg seSSIons to achIeve spe~ ;

objectIves
• Develop the abIlIty to IdentIfy the negotIable and non-negotlables
• Study and formulate strategies usmg therr power, POSItIOns, rules and

standards, and the negotIatIOn process
• Develop the abilIty to Implement strategies m the face of the strategies and

tactIc.s employed by theIr counterparts
• Learn to apply negotIation SkIlls mto therr everyday work actIVIties m a natural

and comfortable way so that they become a way of lIfe

There are four modules m the program, each IS approxunately two hours m length
More opportunItIes for applIcatIon are avaIlable through a two day form of thIs
program

•



•

•

•

Format:

Audience:

Methods:

Outcome:

Length:

Getting Along As An Organization!

Handling Conflict in the Work Place

TIns program IS presented In a workshop fonnat featunng lectures, case stuches
group discussions and role pIa" opportunIties PartIcipants wIll receive COnfliCt
GUides to evaluate the sources and solutions for COnflict In organIzational and
Interpersonal settings

Managers at all levels responsIble for developing and maIntamlng harmomous
work relationshIps

COnflict can be defined as a condItion where one set offeelmgs, attitudes, values,
Ideas, actions or opInIons comes Into contact With a different set of feelmgs,
attitudes, values, Ideas, actIOns or 0plmons The word COnflict causes us concern
because It bnngs to mind VISIOns of an actual battle between people, or at least a
tense situation where two or more people are at odds With each other

Conflict In the work place has a cost to an orgamzatIon and to the indIviduals
Involved TIns program IS deSIgned to deal With COnfliCt brought about through
work conditions such as
• Change In the Work Place
• Incomplete or Inaccurate InfonnatlOn
• InconSistent Objectives
• Poor Work PreparatIon and CommumcatlOn
• Poor Implementation Procedures
• FaIlure to Plan AlternatIves
• Unclear RelatIOnshIps
• Differences In Work Group Values
• Drfferences In IndiVidual Values and Attitudes
• Misconceptions ofMotives

PartICipants Will
CJ Identify methods ofmanagmg conflIct
CJ Learn the nsks and/or advantages of the common methods of handling

COnfliCt
LJ Learn to correct destructive methods ofhandhng COnfliCt.
o Identify, adopt and Implement constructive methods ofmanagmg dIfferences
o Learn the elements of the problem-solvmg approach to managmg COnfliCt
LJ Practice resolVIng differences In Ideas, obJectives, values, belIefs and mterests
LJ Learn to utilIze the umque capablhtles and viewpoints oftheIr people
LJ Be able to reduce or elImmate destructive fonns ofCOnfliCt

ThIs program can be deSigned as a one, two or three day fonnat
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Format:

How to Build Successful Teams
___________T_e_a_m_B_u_il_d_iD---lioi:,g ---"J-

Thts program IS presented m a workshop fonnat featunng lectures, case studIes, group
diSCUSSIOns and role play OpportunItIes PartIcIpants WIll receIve specIal dIagnostIcs to
evaluate therr team relatIons AddItIOnally, specIfic guIdes WIll be provIded to accelerate
team effectIveness and effiCIency

Audience:

Methods:

ObJectIves:

Outcome:

Length:
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Managers, SupervIsors, ProfeSSIOnals and others at any level In orgamzatIons where
teams eXist or where team activItIes are bemg consIder

ThIS program has been specIfically deSIgned to asSISt orgamzatIons m creatmg a
partICIpatIve approach to management Cultural and orgarnzatIonalIssues IdentIfied and
evaluated Through this effort, the organIzanon IS able to descnbe Itselfand Its purpose
As a dIrect byproduct ofthis effort, the management team generates a much hIgher level
of trust for upper management, peers and subordmates

The ways and methods that deCISIons are made In the orgamzanon are enhanced and
resources are utIlIzed more effectively and effiCIently

• To Get DeCISIOns Made Where the Knowledge and Background of Several
IndIVIduals are VItal •

• To Get CommItment to DeCISIOns and PolICIes
• To Exchange InformatIOn and Pomts-of-VIew
• To Coordinate On-Gomg ActIVItIeS and Projects

PartICIpants develop an understandmg oftherr role
• EmphasIS IS placed on developmg harmony m relanons
• PartICIpants develop a commItment to VIeWIng SItuatIons from an orgamzatIonal

viewpomt rather than from a smgular pomt ofVIew
• The authonty granted to pOSItIOns IS reevaluated
• Team members develop a sense of responsIbIlIty for the results ofothers
• Appropnate meetmg structures are developed to achIeve the open and frequent

exchange of Ideas m teams and WIth assocIated profeSSionals

There are four modules In the program, each IS approXImately two hours m length More
opportunIties for applIcatIon are avaIlable through a two day form ofthts program

•



•

•

•

Format:

Audience:

Methods:

Outcome:

Length:

Managing Change in the Work Place

Introducing Change to the Work p_l_ac_e -....
TIns program IS presented m a Vvorkshop format featunng lectures, case studIes,
group chSCUSSIOns and role play opportunItIes PartiCIpants receIve specIal gwdes
desIgned to support ImplementatIOn of change m an effectIve and effiCIent
manner AddItIOnally, stress IS studIed and evaluated through specIal dIagnostIcs
applIcable to mdIvIduals and organIzatIOns

Managers and ProfeSSIOnals at all levels responsIble for mtroducmg and
measunng the lffipact of change

ServIces and products prOVIded by organIzatIOns are changmg rapIdly to meet
customer demands InchVIduals withm orgamzatlons must recognIze theIr role as
change agents m thIs enVIronment

Through thIs program partICIpants Will
• Learn the concepts and strategIes of effectIve change management
• IdentIfy the VarIOUS roles performed m change SItuatIOns
• Learn to evaluate the Impact of changes on self and others
• Learn to understand and antICIpate reactIons to change and the reasons for

these reactIons

PartICIpants wIll
• IdentIfy methods ofmanagmg change
• Learn the nsks and/or advantages ofthe common methods ofhandlIng change
• Learn to predIct the response to change
• Learn and practIce applymg models to Implement change m a constructIve

method
• Ledffi to utIlIze the unIque capabilInes and viewpomts oftherr people

TIns program can be deSIgned as a one, two or three day format dependmg upon
the depth and breadth of applIcatIOns deSIred



Structuring Your Organization For Results

___D_ev_e_I_oping an A~riate Organizational Structure
Format: Thts program IS presented m a Vvorkshop fonnat featurIng lectures, case studIes,

group dIScussIons and role play OpportunItIes PartICIpants WIll receIve speCIal
tools to assess theIr orgamzatIOns

Audience-

Methods:

Outcomes:

Length:
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Managers, SupervIsors and ProfeSSIOnals

Managers and profeSSIonals must make COnsCIOUS deCISIOns about how orgamza
tions Will operate These declSlons become the basIS of the Structure that
detennmes the functIOns and relatIonshIps of departments and employees There
IS neither a totally RIGHT nor totally WRONG structure that an orgamzatIOn can
choose to use Instead, the structure must prOVide ItS employees WIth proper
authonty and responsIbIhty to achieve ObjectIves

In tlus program Managers leam how to evaluate the Structure OpTIons aVaIlable to
achIeve results The pros and cons of organIZIng OptIOns are explored and
evaluated based on employee maturIty (Expenences and AbilIty), tasks to be
accomplIshed, relatIOnshIps to be served and Integration Into the eXIsTIng
orgarnzatIOn Factors conSIdered In thIs program are
• Orgamzmg optIOns

o Scaler, Matnx, IntegratIve and Project Based •
• The Authonty delegated to mdlvIduals

o FunctIOnal, Procedural and AdVISOry
• The Ways and Means ofImplementmg a Structure

o Formal, Forms, PohcylProcedure and Temporary (Ad- hoc)

Pat11clpants wIll
• Learn how to organIze and properly Implement the work
• Determme how to establIsh the organIzatIOn structure and appropnate

authonty levels
• Learn to evaluate the major factors that should be considered In maIang

orgamzIng deCISions
• Reduce tnal-and-error orgamzmg deCISIons and replace them With soundly

pnnclpled deCISIons
• Use appropnate levels of delegatIon and the correspondmg polICies and

procedures that are needed to make their organIzaTIOnS functIOn effeCTIvely
• Develop appropnate commumcatlOn channels and medIa for operational

success

There are four modules m the program, each IS approxnnately four hours m
length One day and three day fonnats can be offered as well

•



•

•

•

Format:

Audience:

Methods:

Outcomes:

Length:

We Don't Feel Good! What's Wrong?

Managing Our Stress
ThIs program IS presented In a workshop format featunng lectures, case studIes,
group discussions and role play opportunItIes ParticIpants receive multIple
diagnostIcs to evaluate theIr stress levels, causes and solUtIOns

Managers, Supervisors, ProfessIOnals and other members of organIzatIons who
suspect unacceptable levels of stress In IndIviduals or the orgaruzatlon

Stress can be defined as force or system that places stram on a body When stress
levels start to bwld In an IndIVldual's hfe, It can cause senous health condItIOns
to develop Thts program IS about Stress Management

Everyone faces outsIde forces that produce stress In many cases these Items can
be removed or lnmted through a sound management system

TIlls program has been developed to held InchVIduals manage stress through a SIX

step process
• ReCOgnIze stress
• IdentIfy the stress as good or bad
• Identify the stage of stress reactIOn
• PinPOint the stressor (determine If It IS Internal or external)
• IdentIfy whIch part or parts of the human system are mvolved m the stress

(and need to be Involved In the stress management)
• Develop goals, methods, and actIon-plans for managmg the stress

PartICipants wIll be able to
o Defme stress
o Identify causes ofstress In theIr lIves
o Determme whether stress IS good or bad
o Develop reasons for stress management
o Develop the abIlIty to manage theIr personal stress

There are four modules In the program, each IS approxImately four hours In

length One day and three day formats can be offered as well
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Format:

Why Can't My People Do Their Jobs!

'.__________T_h_e_D_e_l_egr;;z.3_t_i_o_D_P_r_o_c_e_s_s -----',
TIns program IS presented m a workshop format featunng lectures, case studies,
group discussIons and role play oppOrtunItIes PartiCIpants receIve a delegatIOn
guIdebook for proper ImplementatIon of the pnncipies of the program m their
workumts

Audience:

Methods:

Outcomes:

Length:

154

Managers, SupervISOrs and ProfessIOnals who delegate and asSIgn work to others

One of the key roles ofmanagers In any orgamzatIOn IS the development of the
hwnan resources asSigned to them TIns program focuses on how managers can
develop therr staff through the process of delegatIon

To use the delegation process effectIvely, managers must understand and be able
to apply several factors ThIS program presents partICIpants With a model for
delegatIOn and OpportunitIes to apply the model to theIr work SituatIOns

The model mcludes
• Defimng ProJects, ActIVItIes and Task to be delegated
• ProvIdmg mdlvlduals With the proper authonty
• EstablIshmg the needed relatIOnshIp to achIeve the deSired results
• EstablIshmg the mitiative you expect to be exerCised •
• Provldmg speCIal data trammg and mformatlOn needed for success

In addItIon to the delegatIon model, a system approach to delegatIon IS used ThIs
system Includes

• How to Identify ActIVIties to be Delegated
• How to set Pnonty ActIVitIes m lIght of other assignments
• Agree On dIld EstablIsh Controls, Authonty and RelatIOnshIps

PartICipants Will
o Complete a "DelegatIOn OpportunItIes or Obstacle" assessment for theIr

POSitIon and the key pOSItIOns reportIng to them
o Learn how to make WIse deCISIons to develop a match between pOSItIon

reqUIrements and personnel
o Learn to develop a developmental plan for themselves and theIr personnel
o Be able to get Employees to assess theIr strengths and weaknesses and plan

theIr own development

There are four modules In the program, each IS approXImately two hours In length
Two and three day formats can be offered as well

•
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•

•

Format:

Audience:

Methods'

Outcomes:

Length:

What Am I SUIP_os_e_d_to_D_o_? _
The LeadershIp Challenge

ThIS program IS presented m workshop format featunng lectures, case studIes,
group dIscUSSIons and role play oppOrtunItIes SpecIal dIagnostIcs are used to
evaluate managenal and leadershIp competencies LeadershIp styles are IdentIfied
and evaluated based of condmons and staffmaturIty

Managers, Supervisors, professIOnals With project management responsibIlities
and team leaders

ThIs program IS mtended to help participants develop a clear mental pIcture of
therr job the unIque roles they play and the duties they must perfonn Matenals
are diVided Into three modules
Module #1 The Dmque Roles that Managers and Team Leaders Play

In thIs seSSIOn, SIX crItIcal roles of management are reviewed
Module #2 Leadership Styles, Options and Practices

Three aspects of leadership are reviewed In tlus module
o Leadership Styles and Employee Responses
o The Impact of the Leader's View on Work Issues
o The Impact of What Leaders Do (Models)

Module #3 ManagIng the Work System
ThIs module proVIdes partICIpants With a comprehensIve overview of the
"total management" Job BasiC pnnciples of Plannmg, OrgamzIng,
Controllmg, Motlvatmg and COmmunICatIng are Identified and demon
strated

PartICIpants wIll
• Develop a clear hst of speCIfic job responslbIhtIes
• Learn, evaluate and understand the Impact of vanous leaderslup practIces on

the company culture collectIvely, and on employees mmvldually
• Apply the four ke)' elements of each plannmg effort to actual work settIngs

(Prepanng, DeCiding, CommunIcating and Controllmg)
• Develop methods for IdentIfymg the resources necessary to carry out plans
• Evaluate and develop controls Into theIr plans and practIces so they can meet

goals and spot obstacles
• Evaluate and learn to develop polICIes and procedures to support perfonnance

In the work system
• Learn and practIce key elements of the commUnIcatIon process

ThIs program IS the foundatIOn for other programs deSigned to achIeve effective
and effiCient orgaruzatIOnal leadership To accomplIsh all of the learmng
objectives for tlus program, 40 hours (Five InstructIOnal Days) IS reqwred
Program content and dehverv methods can be modIfied to fit aVailable tIme
frames
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB -1 5 DESIGN PRIORITY 1 - M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM:

Job AnalysIs Performance Management/I

Resource AnalysIs Planmng & Scheduhng/lV

Structure AnalysIs Planmng & ScheduhngN

Operational AnalysIs Problem Solving Process/II

Performance AnalysIs
ANALYSIS SKILLS Performance Management/III

PROGRAM TRAINING OBJECTIVES. Participants will be able to

1 Analyze Jobs Into tasks, steps and or details for further analysIs

2 Complete an analysIs of resource requirements and/or deficiencies

3 Complete an analysIs of structure requirements and/or deficiencies

4 Complete an analysIs of operational reqUirements and/or deficiencies

5 Complete an analysIs of performance requirements and/or deficiencies

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB - 1 5 DESIGN PRIORITY 1 - s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM'

Individual Motivations Resource Management/I

Career Assessment Resource Management/II

Assess Job Opportunity Factors Resource Management/II

Career Planning Resource Management/IV

Career DIScussions CAREER DEVELOPMENT Resource Management/IV

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Complete an Interview and analysIs to determine a person's motivations

2 Assess the degree to which the Job satisfies these motivations

3 Plan the actions needed to reduce or eliminate Job context gaps

4 Complete a career diScussion with supenor or subordinate

5 Denve a developmental action plan for the indIVIdual
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 2 - M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Change Management Stress Management/III

Culture Change Oral CommUnicatlons/1

CHANGE MANAGEMENT

PROGRAM TRAINING OBJECTIVES Participants will be able to .

1 Understand theIr roles In change situations

2 Recognize the Impact of change on self and others

3 Understand the reactIons to change and the reason for those reactions

4 Utilize the concepts and strategies of effective change management

5 Denve an effective change plan

........,J
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- TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 1· M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Coaching Skills Modified MEPS Material

Correcting Skills

Developmental Planning

COACHING SKILLS

PROGRAM TRAINING OBJECTIVES Participants will be able to.

1 Identify the situations of subordinates that reqUire the coaching process

2 Practice performing minor and major coaching discussions

3 Derive corrective action plans for unacceptable subordinate behaViors

4 Follow up on coaching to ensure continuous performance Improvement

5 Use and derive appropnate coaching checklists

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB - 1 0 DESIGN PRIORITY 1 - L

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Questioning Skills Advanced Communication/II

Listening Skills Advanced Communlcatlonlll

Interviewing Skills Modified MEPS Matenals

Grievance Handling Advanced CommunlcatlonN

DIscipline
COUNSELING SKILLS

Advanced CommunlcatlonNI, VII

PROGRAM TRAINING OBJECTIVES Participants Will be able to .
1 Conduct a fact gathering intervIew With subordinates and/or witnesses

2 Identify the cntena, considerations and Justifications for actions

3 Prepare accurate and acceptable documentation

4 Demonstrate proper handling of face-to-face Situations
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 1· S

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM"

Inductive Reasoning Interpretive Skills/III

Ideation Wntten Communication/IV

Brainstorming Problem Solving ProcessNI

Bralnwntlng Problem Solvmg ProcessNI

CREATIVE THINKING

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Conceptualize new Ideas and alternatives by uSing Imagination

2 Suspend JUdgment on self to generate Ideas

3 Establish action plans for developing insight from outsight
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB -10 DESIGN PRIORITY 1 - M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM"

InductIVe Reasomng Interpretive Sklllsllli

StatIstical Knowledge Performance ManagemenW

Testing Paradigms Interpretive Skills/III

Testing Assumptions TeambUlldlng Session Modified

CRITICAL THINKING

PROGRAM TRAINING OBJECTIVES Participants Will be able to...

1 SynthesIze data elements to derive valid conclusions

2 Interpret descnpntlve statistics for valid conclusions

3 Establish methods of collecting valid data

4 Use the ABCDE process to test assumptions

5 Use the PMIA process to expand paradigms
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB -1 0 DESIGN PRIORITY 3 - M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Questioning Skills Advanced Communlcatlonslll

Listening Skills Advanced Communlcatlonslll

Feedback Skills Oral Communicationsllli

Data Organization DATA GATHERING Interpretive Sklllsllll

Data Reduction SKILLS Interpretive Sklllsll

Problem Identification Problem Solving Process/I

Observation Skills Ability To InfJuenceN

I

PROGRAM TRAINING OBJECTIVES· Participants Will be able to ..

1 Ask appropnate open-ended fact gathenng questions

2 Accurately observe facts about a Situation

3 Accurately Interpret data to denve useful information

4 Prepare appropnate records of relevant facts

I
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TRAINING PROG,RAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB -1 0 DESIGN PRIORITY 1 - M

KNOWLEDGE & SKILL I::tROGRAM TITLE DERIVED FROM

DecIsion Process Problem Solving Processllli

DeCISion Methods TeambUlldlng Session Modified

Pro-Con AnalysIs
I

Problem Solving ProcestsNI

Cost-Benefit AnalysIs Problem Solving ProcestsNI

Matrix AnalysIs
DECISION MAKING Problem Solving ProcestsNI

Forecasting Skills Problem Solving Proce!:lsllll

Assessing Impact Problem Solving Proce~lslIll

PROGRAM TRAINING OBJECTIVES Participants will be able to .
1 Involve the Involved parties In the appropriate deCISion method

2 Follow the deCISion-making process

3 JUStify the decIsion alternatives on cost and Impact I

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBC DESIGN PRIORITY 1 - s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Initiative Levels Resource Managementllll

Delegation Audit ResoLrce Management/III

Delegation Process Resource Management/III

Making Assignments Planning & Schedullngll

Changmg Structure DELEGATION/INITIATIVE Planning &ScheduhngN
I

I

I
I

PROGRAM TRAINING OBJECTIVES. Participants will be able to..

1 Identify when delegations or assignments are needed

2 Establish the authontyI Initiative and relationships needed

3 Negotiate the delegated task or assignment with the performer

4 Establish the recordmg/reportmg methods for evaluation

5 Evaluate the results and adjust to correct vanances
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB - 0 5 DESIGN PRIORITY 3·M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Job AnalysIs Performance Managementll

Task Flowcharting Performance Management/I

Task-to-Process Conversion Problem Solving Process/VI

Deriving Operational Definitions DETERMINING Problem Solving Process/VI

Establishing ReqUirements CUSTOMER TOM Matenals Modified

DeCiding Measurements
REQUIREMENTS

Performance Management/V

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Determine who Internal/external customers are for each task

2 Determine performance crltena applicable to each task

3 Negotiate With Internal/external customers on reqUirements

4 Establish appropnate measurements to ensure compliance

w
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB -10 DESIGN PRIORITY 3· N

KNOWLEDGE &SKILL PROGRAM TITLE DERIVED FROM.

Recognize Cultural Differences (New Matenal for CG&E)

Understanding Legal Requirements

Understanding Ethics GUidelines

Ethics Process DIVERSITY & ETHICS
TRAINING

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Determine the value of effective workIng relationshIps

2 Establish relationship constituencies and their needs

3 Apply legal and policy gUidelines

4 Use the MORES process to deCide upon ethical actions

$
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 3 - N

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Rhetoric (New Matenal for CG&E)

Dlctton

Grammar

Techmcal Translation EDITING/PROOFREADING
Style SKILLS
MathematIcs

Proofmarks

PROGRAM TRAINING OBJECTIVES- Participants will be able to .
1 Detect errors In rhetonc, dIction, grammar, mathematics or technical translatIon

2 Properly mark proofed matenals

3 Make appropriate corrections and Inform/educate others with JustIfication
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS B FORMAT 3RB· 1 0 DESIGN PRIORITY 3· L

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

FinanCial Accounting (New Matenals for CG&E)

Financial Management

--- --- Planning

--- --- Budgeting FINANCIAL
--- --- Forecasting I MANAGEMENT
Recordkeeplng

Interpretation

Strategies

Justification

PROGRAM TRAINING OBJECTIVES PartiCipants will be able to...

1 Understand the a9countlng prinCiples applicable to the Job

2 Prepare budget Justifications (zero-base) for all plans

3 Maintain financial control over responSible areas

4 Ensure value-addf:;d task performance
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TRAINING PROGRAM SPECIFICATION SHEET I

COURSE HOURS 24 FORMAT 3RB· 1 5 DESIGN PRIORITY 2· S

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Self-concept knowledge Ability To Influencell

Sensitivity/Courage Ability To Influencell

Behavior understandmg Oral Communications/II

Understandmg emotions INTERPERSONAL Ability To Influencell

Nonverbal Behavior SKILLS Ability To Influence/IV

Assertiveness Ability To Influencell

Others-concept knowledge Oral CommunlcatlonsN

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Act assertively In relationships with others

2 Reduce or eliminate active and passive agresslve behaviors

3 Practice positive nonverbal behaviors

4 Control the climate, Input, output and feedback of communications

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 12 FORMAT 3RB ~ 10 DESIGN PRIORITY 1 ~ M,N

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Understanding Styles Teambulldtng Session Modified

Understandmg Practices Modified MEPS Matenal

Leadership Methods (New Matenal for CG&E)

LEADERSHIP

PROGRAM TRAINING OBJECTIVES. Participants will be able to...

1 Identify leadership Situations, factors and reactions

2 Identify the leadership style appropriate to a Situation

3 Implement leadership m the appropriate styles

4 Contmually reassess leadership practices

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 1 - s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Feedback SkIlls Oral CommunlcatJons/lll

Exposure Skills Oral CommunicatIons/I

Leveling (AssertIveness) Oral CommunicatIons/IV

LEVELING SKILLS

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Express Ideas, opinions and perceptIons openly

2 Listen to and respect the Ideas, opInions and perceptions of others

3 Provide posItive or negative feedback to others In non-defenSive, non-threatening ways

4 DIscuss and resolve action reqUirements from feedback
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 1· S

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM'

Meeting Roles Presentation Skills/III

Meeting Methods Presentation Sklllsllli

Meeting Planning Presentation Sklllsllli

Handling Obstacles Presentation SklllsNI

MEETING SKILLS

PROGRAM TRAINING OBJECTIVES Participants Will be able to. .

1 Plan and prepare for effective meetings

2 Fulfill assIgned meeting role Recorder, Observer, FaCIlitator

3 Demonstrate the functions necessary to progress to meeting objectives

4 Appropnately handle obstacles that predictably occur In meetings
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB -10 DESIGN PRIORITY 2 - s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM·

How Memory Works Interpretive Sklllsll

Memory Process Interpretive Sklllsll

Memory TechOlques Interpretive Sklllsll

MEMORY SKILLS

PROGRAM TRAINING OBJECTIVES· Participants will be able to .
1 Improve confidence In their memory abilities so attitude Isn't an obstacle

2 Develop or adapt memory techniques for the short and long term

3 Demonstrate recall of pertinent and complex Information

t:?,
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB -1 5 DESIGN PRIORITY 1 - M,N

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Negotiation Process Ability To Influence/l

Negotiation Style Ability To Influencell

Strategy Development (New Matenal for CG&E)

Tactical Approaches (New Matenal for CG&E)

Win-Win Philosophy NEGOTIATION SKILLS (New Matenal for CG&E)

Overcoming Obstacles (New Matenal for CG&E)

PROGRAM TRAINING OBJECTIVES Participants Will be able to

1 Determine negotiable and non-negotiable Items

2 Manage the negotlatton process With the counterparty

3 Apply appropnate strategies and tactics for predictable responses

4 Maintain the relationships when encountenng obstacles

5 Derive creattve, Win-Win resolutions for Issues and Interests
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 1 ~ s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Job Breakdown Modified MEPS Matenals

Instruction Formation Modified MEPS Matenals

Practice &Feedback Modified MEPS Matenals

ON-THE-JOB TRAINING

PROGRAM TRAINING OBJECTIVES Participants will be able to. .
1 Consider the learning process In selecting and providing training techniques

2 Practice the training process through all five steps
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 12 FORMAT 3RB - 1 5 DESIGN PRIORITY 2-M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

VOice Projection Oral Communlcatlonslll

Expression Oral Communications/II

Rhetoric Written Communrcatlons/I

Diction ORAL Written Communrcatlonslll

Congruity COMMUNICATIONS Oral Communrcatlons/V

Speaker Role Presentation SklllsllV

Listening Skills Oral Communicationsllll

PROGRAM TRAINING OBJECTIVES PartiCipants Will be able to

1 Project pitch, inflection, courtesy, tone, understandability, rate and enunciation

2 Say what they mean (Intent) and mean what they say (diction)

3 Actively listen

4 Ensure two-way feedback In conversations

5 Demonstrate congruity between verbal and nonverbal elements
I
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT GBe DESIGN PRIORITY 3· M,N

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Cross-functtonal Tnads Modified MEPS Matenal

Culture AnalysIs (New Matenals for CG&E)

ORGANIZAllONAl
AWARENESS

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 IdentIfy the natural tendencIes and risks In lateral relationships

2 Develop strategies for managing the nsks

3 Develop effective lateral relationshIps
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB DESIGN PRIORITY 1 - M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM.

Rational Persuasion TeambUlldmg Sessions Modified

Conveying Feelings

Consensus Skills

Task &Maintenance Functions

PARTICIPATION SKILLS

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Participate by effectively presenting their own Ideas and concerns

2 Demonstrate collaboration by uSing others' Input

3 Reach consensus conclusions while avoiding "groupthlnk" concurrence

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS FORMAT DESIGN PRIORITY 1 ~ (001)

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

(001) Shared Perf Mgmnt

PERFORMANCE
APPRAISAL

PROGRAM TRAINING OBJECTIVES. Participants will be able to .
(See SPM program)

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB -15 DESIGN PRIORITY 1 - M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM'

Performance Management Performance Management/IV

Modeling Performance Management/IV

Performance Systems Performance Management/lntro

Self Fulfilling Prophecy PERFORMANCE Oral Communlcatlonsll

Culture Change MANAGEMENT Oral Communlcatlons/l

PROGRAM TRAINING OBJECTIVES Participants will be able to. I

1 Follow the 7-step performance management system

2 Appropnately Involve others In Input, deCISions and Implementation

3 Model the performance and behaviors deSired of others (walk the talk)

4 Apply a positive self-fulfilling prophecy In Interactions
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT 3RB -1 0 DESIGN PRIORITY 2 - M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Styles AnalysIs Oral CClmmunicatlonsN

Adaptability Oral CClmmunicatlonsN

Diversity AppreCiatIon Oral CClmmUnicatlonsN

Thinking Styles PERSONALITY & Interpretive SklllsllV

Flexibility THINKING STYLES Interpretive SklllsllV

I

PROGRAM TRAINING OBJECTIVES· Participants Will be able to

1 Understand the personal and thinking styles typology

2 Accurately observe and discern the styles of others

3 Adapt verbal and nonverbal communicatIons to meet the needs of others

4 Develop team effectiveness by capItaliZIng on diverse strengths

~~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB -1 5 DESIGN PRIORITY 1 - s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM"

Planning Process Planning & Schedullnglll

Forecasting Skills Planning & Schedullnglll

Futunng Skills Planning & Schedullngll

Organizing PLANNING & Planning & Schedullngll

Scheduhng ORGANIZING Planning & ScheduhngN

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Apply the seven basIc organizing pnnclples to the planning task

2 Develop action plans to achieve goals and/or accomplish programs

3 Assign and schedule work tasks to fulfill the plans

4 Communicate plans and contingencies to all Involved/affected

5 Coordinate planned activities With the appropnate pattern
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB ~ 1 5 DESIGN PRIORITY 1 - s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Presentation Preparation Presentation Skills/III

Presentation Skills Presentation Sklllslll

Administration Skills Presentation Sklllsll

Audience AnalySIS Written CommunicatlonsN

Roles of Presenters
PRESENTATION SKILLS Presentation Sklllsll

PROGRAM TRAINING OBJECTIVES Participants Will be able to

1 Prepare adequately for a presentation

2 Arrange the necessary administrative factors for the presentation

3 Make formal presentations follOWing the ten prinCiples

4 Analyze the audience for a formal presentation

'.d
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 3 ~ s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Pnonty Setting Planning & Scheduhngllli

PRIORITY SETTING

-

PROGRAM TRAINING OBJECTIVES- Participants will be able to

1 Identify the pnonty cntena that govern Importance

2 Set pnontles that are consistent with the cntena

3 Allocate Interrupttons to their proper posltton In PriOrity

'r
r
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 32 FORMAT 3RB -15 DESIGN PRIORITY 1· S

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Identify Problems Problem Solvlngll

Determine Involvement Problem Solvlngll, VI

Describe Problems Problem Solving/I

Identify Cause-Effect Problem Solvlnglll

Set Objectives
PROBLEM SOLVING Problem Solving/III

Identify Constraints Problem Solvlngllil

Select Solution Problem Solving/III

Plan and Implement Problem Solving/IV

Evaluate and Adjust Problem Solving/IV

PROGRAM TRAINING OBJECTIVES Participants Will be able to. ..

1 Recognize and Prioritize problem indications

2 Correctly determine the Cause-Effect relationship

3 DecIde solutions that meet the objectives and constraints

4 Plan and Implement the chosen solution

5 Evaluate and adjust to ensure satisfactory solutIons

~
~ • •.... •



- TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT GBe DESIGN PRIORITY 1· L,N

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM·

Reading/Scanning (New Matenals for CG&E)

Speedreading Interpretive Sklllsll

Comprehension Oral Communication/III

Library Skills (New Matenals for CG&E)

ClaSSification RESEARCH SKILLS Interpretive Sklllsllli

PROGRAM TRAINING OBJECTIVES Participants will be able to

1 Locate needed information for relevant tasks

2 Extract information from source In usable form

3 ClaSSify information for application to relevant tasks

o
~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 8 FORMAT GBe DESIGN PRIORITY 3 - N

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM'

Risk Identification (New Matenal for CG&E)

RIsk ProbabIlity

Risk Reduction

Alternative Evaluation

Management Strategies
RISK MANAGEMENT

PROGRAM TRAINING OBJECTIVES Participants will be able to ..

1 Identify the risks Inherent In innovation decIsions

2 Take the necessary steps to mInimIze or eliminate risks

3 Prepare strategies to manage contingencies on known risks

~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS FORMAT DESIGN PRIORITY 2· (CG&E)

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

(CG&E Specific)

SAFETY TRAINING

PROGRAM TRAINING OBJECTIVES. Participants Will be able to

~
~
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\
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB· 1 5 DESIGN PRIORITY 1· S

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Persuasion Strategies Advanced Communication/I to IV

Approach Skills Ability To Influence/III

Presentations Presentation Skills/II

SALES ABILITYI
PERSUASIVENESSS

PROGRAM TRAINING OBJECTIVES Participants will be able to.

1 Identify other party's needs, problems and desired results

2 Relate features and benefits of proposed Ideas, services

3 Overcome objections due to lack of understanding or misunderstanding

4 Gain overall Win-Win agreement and commitment

\N
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 16 FORMAT 3RB -15 DESIGN PRIORITY 3· M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Indentlfy Stressors Stress Management/Intra

Identify Symptoms Stress Management/I

Identify Causes Stress Management/II

Develop Coping Strategies Stress Management/IV

Implement Coping Skills STRESS MANAGEMENT Stress Management/IV

I

I

I PROGRAM TRAINING OBJECTIVES. Participants will be able to

1 Displace dlstres,s with eustress

2 Determine contmllable causes for stress situations

3 Develop coping strategies for PriOrity stressors

4 Implement copllng skills at a reasonable rate

~
~~
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TRAINING PROGRAM SPECIFICATION SHEETI

COURSE HOURS 16 FORMAT 3RB· 1 0 DESIGN PRIORITY 1· M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM.

Group Process Skills Teambulldlng Session Modified

FaCIlitation Skills Presentation SkillsN

DeCISion Manager Skills Presentation SklllsNI

Goal Translation TeambUlldlng Session Modified

Team Formation TEAM LEADERSHIP
Teambulldlng Session Modified

Leadership Pattern~1 Presentation SkllisN

Involvement Methods Problem SolvingNI

I

PROGRAM TRAINING OBJECTIVES. Participants will be able to ..

1 Identify the direction, objectives and goals of the work Unit

2 Translate the goals Into Implementable tasks, With assigned responsibility

3 Establish the appropnate Involvement mechanism for shared commitment

4 Work With the telam In appropnate ways to ensure achievement

5 Develop team members' skills In leadership roles

J'-..-
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS FORMAf DESIGN PRIORITY 3 - (FRAN'L)

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM.

(Franklin Institute)

TIME MANAGEMENT

PROGRAM TRAINING OBJECTIVES Participants Will be able to

J
~
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TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 4 FORMAT GBe DESIGN PRIORITY 1· M

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM

Vlslomng Process Teambulldlng SessIon Modified

Goal Achievement Chain

VISIONING/GOAL
ACHIEVEMENT

PROGRAM TRAINING OBJECTIVES Participants will be able to .
1 Prepare relevant umt VISion, miSSion, objectives and goals

2 Translate successIve levels to programs and tasks

3 Communicate to all constituenCies

4 Institute practices and procedures needed for goal achievement

~
........l • 1• •



TRAINING PROGRAM SPECIFICATION SHEET
COURSE HOURS 20 FORMAT 3RB -1 5 DESIGN PRIORITY 1 - s

KNOWLEDGE & SKILL PROGRAM TITLE DERIVED FROM·

Rhetoric Written Communications/I

Intent (Dlctton) Written Communtcatlonslll

Technical Translation Wntten Communications/II

Grammar WRITTEN Written CommUnications/III

Nonlinear Brainstorming COMMUNICATIONS Written CommunicatlonsJlV

Audience AnalySIS Wntten CommunicatlonsN

Theme Preparation Written CommunicatlonsN

PROGRAM TRAINING OBJECTIVES. Participants Will be able to

1 Create and/or compose words correctly

2 Select and use language to achieve understanding

3 Construct grammatically correct sentences and apply conventional punctuation

4 Establish audience preferences and wntten communication objectives

5 Create and prepare onglnal writing

~
~
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IUNDERSTANDING "PROCESS" I
There are three basIc ways to work with people and situations for the effective coordination of resources
and the accomplishment of results

1 Procedures Only

One way of applying resources, particularly people (human resources) to tasks for goal
accomplishment IS by usmg lock-step procedures Let's use some simple examples from everyday
life
• Think of how you start your automobile There IS a stnct set of steps you must follow
• Society gets people to drive vehicles accordmg to a set ofumform procedures These are called

''the rules of the road II They range from stnpes between lanes to signs and signals Each
indicator (line or sign) directs drivers In what to do The family of lines and signs make up a set
of "procedures II

• Similarly, many of us are the Victims of computers Whether we are at the keyboard, or In the
act of completing necessary Input forms, we know that "there IS a place for everything and
everything m ItS place II Any attempt to enter different formats or different codes produces an
"ERROR" message Computers operate on the baSIS of lOCk-step "procedures" exactly the
way they are programmed to operate

With "procedures only," people must learn the steps and follow the steps They are reminded by
VISible instructions It IS very Impersonal If anyone goes the 'Wrong Way" or makes a "Format
Error," he or she IS Intercepted and corrected or pays the consequences of thiS Violation of
procedures Procedures, however, serve us well They prOVide a common way for multiple parties
to live With each other (as m the "rules of the road") They permit and enable any number of people
to prOVide Input to one termmal or system

2 Ali-knOWing Leadership

A second way of applying resources IS through ali-knOWing leadership The "leader" may be called
a boss, a supervisor, a parent, a manager, a chairperson, a faCIlitator or other such title Here's
how It works The "leader" IS assumed to know what he or she IS domg Then, the leader shares
mstructlons with those who are to follow It IS very much a matter of "dOing what you're told to do "
In some cases, It IS even more stnctly, "Do It my way or else," "My way or the highway," or ''Yours
IS not to question why, yours IS but to do or die"

All of us have worked or lived with ali-knOWing leadership of thiS type In these Circumstances, the
followers (performers) are not expected to do much thinking for themselves They seldom need to
know the reasons for actions or their purposes They Simply perform the steps they are Instructed
to perform In case of anyone failing to follow the prescnbed procedures, It IS the ali-knOWing
leader's Job to detect and correct the fault

AII-knowmg leadership serves us well They mstruct us on things where we are Ignorant They
relieve us of the burden of haVing to know everything They coordmate the efforts of many people
toward common goals

SO FAR

Much of life IS based upon these first two methods of performance From traffic lights to traffic cops
from telephone procedures to tell-the-boss procedures we dlhgently follow and perform life IS
relatively Simple In either circumstance It IS very structured It IS very orderly It IS very predictable

There are however some weaknesses In these two methods
• First of all life IS not that Simple much of what we have to do IS very complex It requires

complex coping methods few procedures or indiViduals have what It takes
• Then too, life IS not all that predictable Things change on a "real time" baSIS Adaptation and

vanatlon are essential coping ingredients, performers have to think for themselves
• lifeWith others IS not very structured People are emotional as well as rational, and their actions

or reactions do not follow prescnbed courses FleXible methods are needed to manage the
milieu

1



3 Participative Methods

Participative methods reqUire procedures and knowledge Where people are Interdependent for
actions and results, common procedures are needed

If the Situation requires two or more persons to perform coordinated actions, the people require a
procedure a process The process directs the IndiViduals to perform similar or compatible
actions In an acceptable tlmeframe If the process IS not predetermined, It must be negotiated
among the people Otherwise, each Will do hiS or her "own thing" and the necessary coordination
will be absent Where people's indiVidual abilities or attitudes are Involved, participation IS
necessary to reveal and share the knowledge that each has

Contrast the Idea of IndiVidual participation With ali-knOWing leadership If anyone IS expected to
think about, cope wrth and adapt to varymg Circumstances, he or she must be knowledgeable
as knowledgeable as the ali-knOWing leader In effect, the indiVidual partiCipant must be capable
of dOing what the ali-knOWing leader would do under the circumstances thiS IS accomplished by
pre-knowledge (tralnrnglleammg) and by shared-knowledge (partiCipation)

CONCLUSION

1 ( PROCESS ] ..D�iillliiiie._cts ......
PERFORMERS

2 ALL-KNOWING
LEADER

Directs ...... PERFORMERS

4 L

3 PROCESS
...

., ,.

PERFORMERS ---1~~ PARTICIPATION
(Self-dIrectlon)

KNOWLEDGE1-----..
• Pre-knowledge (Tralnrng/Leamlng)
• Shared-knowledge (PartiCipation)
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PROBLEM SOLVING PROCESS

The Problem Solving Process (PSP) consists of four stages Identify, Analyze, DecIde
and Program

THE PROBLEM SOLVING PROCESS

.... 1
IDENTIFY

I
r I

- ., ,
I~Yc.)r, PROGRAM I ANALYZE

~ .. \.. ~-
DECIDE

~

~

The process of solving problems IS as future-onented as It IS past-onented We may
Identify problems, analyze them, decide upon a solution and program the solution Into
effect We may also monitor the program In order to Identify new problems

The process IS neverendIng We continually Improve and continuously look for more areas
to Improve

SPECIAL NOTE on ANALVZE STAGE

After you have an Issue or Problem accurately Described, and you DO NOT know the
CAUSE, proceed wIth BASIC ANALYSIS or OPERATIONAL ANALYSIS Choose as
follows

• BASIC ANALYSIS, If members of the team have a good deal of knowledge and
experience In the subject of the Issue or problem, or If the problem IS a "people"
problem, that IS subjective In nature

• OPERATIONAL ANALYSIS, Ifyour team members do not have expenence In the
subject, and If the problem or Issue IS operational In nature (I e mechanical,
electrical, hydraulic, phYSical, chemical or procedural)

• ApplyIng the two analysIs methods reqUires somewhat different steps and techmques

3



IPSP FLOWCHART I
OBJECTIVE. To get to an effective solution as efficiently as possible. •

•

)

IDENTIFY

I
(FEEDBACK

,,
KNOWN NO ... ANALYZE
CAUSES? r

YES

, ., , r

KNOWN NO .. DECIDE
SOP*? ~

1YES

PROGRAM~

CONCLUSION

You may use two, three or four stages of the process

NOTE

In team and orgamzattonal problem-solving, different Individuals or groups may complete
separate stages

* SOP = Standard Operating Procedure •
4



I THE PROBLEM - SOLVING PROCESS, OA I
IIDENTIFY I ~ IANALYZE I ~ IDECIDE I ~ IPROGRAM I

~~

~

ft\

1 RECOGNITION 5 ELEMENTS 9 OBJECTIVES 13 PLAN

• What IS undesirable? • What elements will be looked at? • What are the end obJectives? • What are the 5 W's & H for the

• What IS observable? - Inputs • What are the auxiliary obJec-
selected solullon?

• What IS my responsibility? - Processes
tlves? • What IS the sequence of tasks?

• How would I state the condition? - Outputs
• Are all objectives relevant to C/E? • What contingencies can be

planned?
- Trigger Events

• Are they within my control?
• What checkpOints will be needed?2 PRIORITY

• Is the situation urgent?
- Cutoffs 10.CONSTRAINTS

14 ASSIGN
• What specifications must solu-

• What predetermined action, Ifany, - Feedback
tlons meet? • What are the Individual task as-

IS needed? 6 LIMITS slgnments?
• What constraints will affect solu-

• What Importance IS the problem?
• Where will your investIgation go?

tlons? • Who will do each one? When?
en. • When should It be addressed? • Have th~ been converted to ob- • Do the~have the knowledge and• What will be Included In the Inves- jectlves authon ?

3 INVOLVEMENT tlgatlon?

• Which processes? Why? • How Im~ortant are each ofthe ob- • What relationships and Initiative
• If the responsibility IS mine Jectlves (Rank or WeIght) are needed?

- Is Approval needed? 7 CAUSES 11 ALTERNATIVES 15 IMPLEMENT
- Is Help Needed?

• What might be the CAUSE or- Is Development Needed? • What alternative solutions will re- • How do I expedite the assigned
- Are Others Affected?

CAUSES of the problem? solve all causes? tasks?

• If the responsibility IS others
- Inputs • Have they been clarified and slm- • How do I coordinate with other
- Trigger Events pllfied? tasks In the schedule?

- Is my help needed?
- Cutoffs • Have they' been combined Into • How do I follow up on vanances?

4 EFFECTS (DESCRIPTION) meaningful sets?
• How do I correct vanances or Im-- Processes themselves

• What has occurred? 12 SELECTION plement contmgencles?

• When did It happen? 8 TEST • Which alternatlve(s) 16 EVALUATE

• Where IS It located? • What Will be done to test each of - meet obJectives? • What was successful to be usedthe possible CAUSES? elsewhere?
• What IS the scope ofthe Situation? • Why?

- satisfy specifications?
• What was unsuccessful, to be re

• What IS okay? What IS working as • How? Arrange tests In order - fit constraints? solved?
It should?

• Have ~ou accounted for all of the • Which alternatlve(s) Will provide • What needs to be recorded or re-
(Wnte down all of these FACTSI) EFFE TS? the best solution? ported for future reference?

• • •



I THE PROBLEM· SOLVING PROCESS, SA I
II IDENTIFY I ~ IANALYZE I ~ IDECIDE I ~ IPROGRAM I

J e---------,
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~
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1 RECOGNITION
I

• What IS undesirable?
I

• What IS observable?
• What IS my responsIbility?

• How would I state the condition?

2 PRIORITY
• Is th~ situation urgent?
• What predetermined action, Ifany,

IS neE-ded?

• Whatllmportance IS the problem?
• When should It be addressed?

3 INVOLVEMENT
• If the responsibility IS mine

- Is approval needed?
- Is help needed?
- Is development needed?
- Are others affected?

• If the responsibility Is others'
- Is my help needed?

4 EFFECTS (DESCRIPTION)
• What has occurred?

• When did It happen?

• Where IS It located?

• What Is the scope of the situation?

• What IS okay? What IS working as
It should?

(Write down all of these FACTSI)

5 DIFFERENCES
• How is It different from

- Similar Items?
- Experience?

- Specifications?

- Dimensions?

6 CAUSES
• What has caused the effects?

• How could the effects have come
about?

• Why have the Indications ap
peared?

7 PROVE
• Does each effect have a likely

cause?

• Does one cause account for all
effects?

• Are there any effects without
causes?

• What are the multiple causes?

SCHECK
• Have all effects been accounted

for by the causes?

• Are the conclusions sound?

• Is testmg reqUired?

• How?
• Old I match all effects with

causes?

9 OBJECTIVES
• What are the end objectives?

• What are the auxiliary obJec
tives?

• Are all objectives relevant to C/E?

• Are they within my control?

10 CONSTRAINTS
• What specifications must solu

tions meet?

• What constraints will affect solu
tions?

• Have th~ been converted to ob
jectlves7

• How Important are each of the ob
jectives? (Rank or Weight)

11 ALTERNATIVES
• What alternative solutions will re

solve all causes?

• Have they been clarified and sim
plified?

• Have they' been combined Into
meanmgful sets?

12 SELECTION
• Which alternatlve(s)

- meet obJectives?

- satisfy speCIfications?

- fit constraints?

• Which alternatlve(s) Will prOVide
the best solution?

13 PLAN

• What are the 5 W's & H for the
selected solution?

• What Is the sequence of tasks?
• What contingencIes can be

planned?

• What checkpoints will be needed?

14 ASSIGN
• What are the indIVIdual task as

signments?

• Who Will do each one? When?
• Do they have the knowledge and

authority?

• What relatIonships and Initiative
are needed?

15 IMPLEMENT
• How do I expedite the assigned

tasks?

• How do I coordinate with other
tasks In the schedule?

• How do I follow up on vanances?

• How do I correct vanances or Im
plement contingencies?

16.EVALUATE
• What was successful, to be used

elsewhere?

• What was unsuccessful, to be re
solved?

• What needs to be recorded or re
ported for future reference?
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IIDENTIFY I
This program IS designed to provide us with problem-solving skills Since It IS, we would do well to
complete an overview of the "basIc" problem-solving skills to see where we are advancing In order
to do so, we will take a close look at the Problem Solving Process

WHAT IS PROBLEM-SOLVING?

All of us come face-to-face with a vanety of problems on a fairly regular basIs Some problems are
more of an annoyance than a real problem For Instance, most of us have been In the situation
where a pen has run out of Ink or a zipper IS stuck Some problems cause us more concern For
example, a fuse blows In the house and the lights go out, the car runs out of gas on our way to
work or the Items we need for a Job cannot be found Some problems are really senous, like when
the computer IS "down," or someone "blows up" and leaves us several Jobs to do by ourselves In
all of these problem situations, we react to the situation In some predictable way There are several
common reactions to problem situations, depending on their senousness

• At times, we Ignore the Situation and continue on with what we are dOing,

• In some Circumstances, we make note of the problem and bnng It to someone else's
attention so they will solve It,

• At times, we take steps to solve the problem

It IS when we take deliberate steps to handle a problem that a problem-solving process becomes
Involved We may never have thought about uSing a "process," but that IS what we do We normally
follow an orderly mental path that moves us from an awareness of the situation to a deliberate
attempt to collect some information We think over the facts that we can uncover and make
some sort of a decIsion about what can be done We take the action that we feel will resolve
the problem and we often check to be sure that we get the results we want Nearly everyone
follows a process like thiS All of us have a lot of "know how" about how to resolve problems

But, the process, when It IS analyzed, reveals some discrete steps of analySIS and deCISion It all
begms With an awareness of a situation

Before any of us would apply any sort of a "problem-solving process," we would have to deCide
that a "problem" eXisted Well, what IS a problem? Throughout the Problem-Solving Process and
thiS program, we Will base all of our work on the foundation that a problem must be Identified
Identification IS our first major challenge

"IDENTIFICATION" begins With four process steps These steps are the actions that most of us
would take In any problem Situation, when we thmk about It That IS the pOint we need to
consciously think about the things we do when we are attempting to solve problems By
giving Situations some deliberate thought, we can see that most situations are a little more complex
than they first appear We can also see that we are more likely to "start off on the nght foot" when
we systematically conSider each situation through a senes of steps

1 RECOGNITION

We can only know that we have a problem If we become aware of some Situation that Isn't
nght When we do, we give It a qUick look This qUick look at the situation should provide
us With enough information Within a few seconds or minutes, that we can move In an
appropnate direction

First of all, we have to recogmze the Situation as being a problem We have to see, hear,
feel smell, taste or measure what IS gOing on We do thiS by giving the problem Situation
our full attention When we think about the many kmds of Situations we can run Into, we
can understand how Important It IS for us to "sense" the problem with all of our senses

• We might smell a gas leak or smoke

7



• We might feel vibrations that are unusual •

• We might hear a cry for help

• We might see a dangerous obstacle In the road

• We might taste something spoIled In our food

• We might observe the pressure gauge dropping

By focusing our full attention, all of our senses, on a situation, we can qUickly observe
enough to help us decide If something requires our attention

If the situation presents a problem, It Will meet three conditions

WHEN DO WE USE THE "PROBLEM SOLVING PROCESS?"

When All Three Of These Conditions ExiSt. ••

• SITUATION NOT DESIRABLE

• INDICATIONS ARE OBSERVABLE

• DECISION IS REQUIRED

a UndeSirable

A problem can only eXist when the situation IS different from what It ought to be There
are several ways of saYing this that will help US mentally picture the first conditIon

A problem eXists when there IS a DIFFERENCE between what IS and what
OUGHT TO BE

A problem eXIsts when WHAT IS HAPPENING IS not WHAT SHOULD BE
HAPPENING

A problem eXists when there IS a GAP between WHAT WE PLANNED and
WHAT WE ARE GETTING

A problem eXists when some PROCEDURE IS NOT PRODUCING the RE
SULTS we NEED

Whenever the situation IS exactly the way we want it to be and the operation IS working
the way It IS supposed to, we do not have a problem Whenever somethIng goes wrong,
we have the first condition for haVing a problem

NOTICE This condrtton requires that we have some concept of WHAT OUGHT TO BE In mind
Companng WHAT IS to WHAT OUGHT TO BE IS a cnbcal part of what thiS process IS about

•

b Observable

We might thInk for a moment beyond the first condition There are a lot of SItuations
around us that are not "exactly the way they should be .. Does that mean that anythIng
that IS even the slightest bit out ofthe ordInary IS a problem? For us to be practical, we •
have to say, "Nol"

8
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There are thousands of situations around that are not exactly the way they should be,
but many of them do not deserve our problem-solving attention Somehow, the
mdlcatlons of the sItuation have to be strong enough to get our attention To
Illustrate this condition let's begm with an old philosopher's question "If a tree falls m
the forest, and there IS no one around, does It stili make a sound?" The answer, of
course depends upon the defimtlon of "Sound" that IS used If "sound" IS defined as
"the frequency of sound waves that can be heard," we would conclude that sound IS
generated However, If "sound" IS to mean "the Impressions made on the ear by the
vibrations of air," we have to say that Without an ear there IS no sound

A Similar dilemma faces us concemlng problems Is there a problem If no one can be
aware of the Situation? We conclude that there IS no problem We can only have a
problem when the Situation produces suffiCient observable mdlcatlons to reveal the
problem Here IS an example or two

Suppose I am dnvlng down the road With only fifteen pounds (pSI) of air In my car's
tires The nde IS smooth I have no reason to suspect that I have a problem because
the Situation Isn't slgmficant enough to attract my attention Now, suppose I load five
hundred pounds of luggage, family and pets Into my car As I go to get Into the car, a
nearly flat tire catches my eye Now, I have a problem, because the mdlcatlons are
suffiCiently observable to catch my attention

Another type of situation may be SignIficant enough to attract our attention at the start
For Instance, I am cutting a carton open With a kmfe The kmfe shps and cuts Into my
hand The indications ofa problem are Immediate I feel some pain and the blood begins
to run across my hand The indications have attracted my attention

There may be many "potential problems" around us, many "aCCidents Just waltmg to
happen," but they are not problems unless we can observe the indications To observe
means to see, hear, feel, smell, taste or to detect With some sort of Instrument
Sometimes, we Simply walt for indications to come to our attention Other times, we go
lookmg for problems by inspecting or checking for indications As soon as we detect a
symptom, we have met thiS condition

NonCE This condition requires that we KNOW WHAT WE ARE LOOKING FOR when we
observe the situation Otherwise we will not see the very indications of a problem "Getting to
know-what-we're-Iooklng-for" IS also part of what thiS process IS about

c DeCISion

The first two conditions show that an undeSirable situation has attracted our attention
At thiS POint, we will have to deCide whether It keeps our attention or not We could
easily choose to Ignore the problem Indications to pretend that they don't eXist If we
do so, we do not recogmze the Situation as a problem If we deCide, Instead, that the
situation requires our attention, we will want to begin a deliberate process to handle the
Situation In the most appropnate way This Will Involve uSing some or all of the
"PROBLEM-SOLVING PROCESS" Our deCISion will usually be based on our respon
Sibility If we are responSible and indications are observable, we have a problem If
we are not responSible It IS likely that we won't become aware of the situation and Its
indications

We should be able to see that there may be hundreds of situations lurking around that
do not meet these conditions In some cases, there IS nothing eVident, the Indications
are hidden Since we don't know about them, the only way we could ever do anything
about them IS to purposely search for problems For mstance, high blood pressure
IS called the "hidden killer" because people can walk around for years without any
detectable mdlcatlons or symptoms They don't know they have a potential problem
because problem andlcators are only eVident If they look for them by checkmg their
blood pressure
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We may walk past potentIal problems because the Indications are not slgnrficant to •
us We have our minds on other things and we fall to see the sIgns that are there For
example, an employee may miss a bnef penod of erratic readings without detecting a
trend If detected, they may have triggered a search to find the cause Since they were
not detected, the employee may go blindly on hiS way assuming that everything IS In
order The pOint IS, the symptoms were detectable

We can choose to Ignore signs of problems For example, a supervisor on the way
to a scheduled meeting may walk past an Incomplete assignment The supervIsor has
seen It, but assumes that It Will be detected and corrected by someone else To him It
IS a problem, but he has deCided to Ignore the symptoms The problem IS observable
For responsibility purposes, we have to conclude that the supervisor has a problem

d Statement

If a situatIon meets all three conditions, we must recognize It as a problem Then, If
anyone else IS to be Involved In the problem, we have to convey to them a statement
of the problem that we recogmzed All we have to do at thiS POint IS indIcate what was
undeSirable, observed and what our deCISion IS

2 PRIORITY

Our observation of a sItuatIon may cause us to conclude that the SItuatIon IS top pnonty
ThIs means that It IS a problem that requIres Immediate action It may also mean that our
actIon Will be dIrected to a solutIon We may not have time to go Into a lengthy process to
solve the problem To deCIde whether a problem requIres Immediate action, It Will help If
we revIew some pnonty gUidelines

To define prlonty, we Will say that It IS a matter of "putting first thmgs first" ThIs means
a consCIOus deCISion to do one action before dOing another, for some good reason When
we establish pnontJes among all of the situations we mIght handle, we should use a pnonty •
settIng process

a Urgency

In the first step of pnonty setting, It IS necessary to sort out the top pnomles (I e skim
off the cream of the crop) These will be the actions which will be conSIdered pnonty
regardless ofwhatelse there IS to do The cntena for making thIS selectIon are related
to the concepts of"Irreverslble consequences" and "time II Each one WIll be explarned
With an example

• IRREVERSIBLE Consequences Prmclple

The few events or actIons for whIch thiS pnnclple applies WIll be readily apparent In
most cases We Simply ask ourselves If I fall to act, IS It likely that Irreversible
consequences Will occur whIch are not acceptable? When we conclude that such
consequences are likely, we have no chOIce but to act For example If I do not do
something to vent some hIghly volatile matenals, a senous explOSIon IS likely I
would make ventrng a pnonty If I observe another employee mlssrng an Important
step and he or she cannot see a dangerous mIstake approachIng, I would step In,
ImmedIately If I see an enraged person taking aweapon toward another, my pnonty
would be to seek restraint of the angry person If I see that a SItuatIon IS likely to
senously damage $90,000 worth of equipment, I must put a halt to the SItuation

Let's conSIder three examples of the IrreversIble consequences pnnclple

In the first situation, we conSider safety/security Where there IS a nsk to ourselves
or others the task of making the sItuation safe Will take pnonty over other tasks
The reason IS eVIdent People cannot work effectively If they have been senously
Injured ACCidents can cause loss of 11mb or life for ourselves or others There IS no
way of reversing such losses They must be prevented by giving pnonty attention •
to safety/secunty practices
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Another concern of safety/secunty IS not related to personal inJury, but to the
potential damage to property When a situation IS leading to the Imminent loss of
productive capability or to property damage, we will have to take Immediate action
to prevent the damage

Shortly behind safety/secunty comes service Providing or restonng service to
customers IS a pnonty Not getting service can cause senous physical, financial or
emotional harm to customers It IS up to us to reduce the effects of untimely service
as much as possible

Another category of Irreversible consequences can be seen In the need to follow
the direction ofhigher management In addition to the fact that higher management
often make decIsions for safety/secunty and service reasons, they also deCide on
the basIs of the economic well-being of the company, for the most advantageous
POSition among alternatives, and In order to coordinate efforts among Departments
and DIvISions Failure to give the proper pnonty to the direction set by higher
management can cause confuSion and III Will In the orgamzatlon Paying attention
to this factor can help us Insure that work IS well-coordinated

Generally speaking, the pnnclple of Irreversible consequences means adverse
consequences In other words. we take pnonty actIon to reduce a nsk of danger
or damage

Sometimes though, Irreversible consequences means a missed opportunity ThiS
aspect of the pnnclple IS Similar to the time or timing pnnclple

• Time or Tlmmg Prmclple

The Idea of uSing time as a cmenon for pnontles IS as old as time Itself We are all
familiar With the futility of "clOSing the barn door after the horse IS gone" or "bUYing
fire Insurance after the building has burned to the ground"

Timing IS a most Important element In establishing pnontles We want to take great
care to handle those thmgs which must be done at or by a cntlcal deadline
Here, we assume that timeliness IS the pnmary concern, and that there are not
practical alternatives open to us (once again, the Irreversible consequences Idea)
If we do not take action

Most pnontles which result from thiS sorting process Will be of the "urgent" nature
They will be created by emergencies Most of these pnontles will be pretty clear
when they anse They should Signal us to take Immediate action

b Importance

We all know that the pnontles we start a day with may not last for long New conditions
will often dictate new pnontles For our purposes, we Simply will want to look at each
new condition In companson to what we already have We will want to take care of
tasks In the sequence of Importance It IS a matter of consldenng a senes of factors
which Will uncover the true nature of the interruption

• Impact

We need to know If the mterruptlon or SItuation IS more Important than what we
already have to do

• Probability

We may have to conSider probability We try to assess whether the problem which
has ansen IS of a umque (one-of-a-klnd) nature (like a minor error) or a Sign of
troubles to come (like a failure of three components In a row) If It IS an Isolated
inCident we may work around It However If It appears to be a symptom of big things
to come we Will want to shift our efforts toward the larger problem

11



•• Patch/Solve

Where It IS eVident that a "quick fix" can handle the interruption, so that we can
proceed as planned, we will want to do so Where such stop-gap measures are not
likely to be effective we Will have to take more time out to work on It

• Solve/Prevent

When It IS necessary to Interrupt ourJob pnontles to give our attention to a problem
that has ansen, we stili have to decide whether to Just solve rt, or to develop a more
permanent approach to preventing It from becoming a problem In the future SInce
prevention IS usually a deCISion which takes more time and effort, we Will want to
decide cautiously We Will want to consIder the frequency of the problem and ItS III
effects upon our pnontles Constant headaches deserve preventive action ObVI
ous, once-In-a-llfetime Situations Will not require the same degree of our effort For
Instance, we would make It pnonty to work on a problem of repeated eqUipment
failures to find the CAUSE, rather than a vandalism tire-slashing which has only
occurred once In five years

A Final Word on AsseSSing PrlontJes

We should Involve our Immediate supervisor In any pnonty setting that IS not wlthm our
normal Job responsibilities They' should be familiar with the process and we should be able
to diSCUSS any ofthese Items With them By attention to the observable mdlcatlons, we can
deCide, rather eaSily, If they make the Situation Intolerable In some problem srtuatlons, /t
may not be necessary to take Immediate action Or we may see that there IS no cns/s, no
danger, no cause for alarm, we have time to report or examine the problem

We may also conclude, by focusIng our attention on the problem indications, that all of It
was a false alarm There really IS no senous problem and we can go on to other things
Our prellmrnary look has indicated that what appeared to be symptoms of a problem are •
not Important enough for us to bother With

If we deCide that the problem IS worthy of our attention (either With or Without some
Immediate action), we should be ready to determine who should be Involved In addreSSing
the problem

3 INVOLVEMENT

An accurate initial Investigation Will allow us to make another, very Important conSideration
Since we are aware of the problem, and are already engaged In the situation, we must
detennlne whether we can handle It completely on our own or If someone else should be
Involved We also need to determine If we should stay Involved To determIne our
Involvement, we can answer a senes of SIX questions

a Responsibility Self

First, we deCide If the responsibility IS ours If It IS, we answer a few more questIons

• Is Approval Needed?

Our preliminary investigation may reveal that our pnorrtles have to change as a
result of the problem ThIS change of our work pnonty IS not something we want to
take lightly In nearly all cases, others will be affected by the change In plans In
addition to the added work that IS to be conSidered, there may be othertasks waiting
which are higher pnorlty Some people may need approval to resolve the problem
that has come up Seeking and getting approval IS a much easier process when the
report Identifies the problem In tenns of a clear accurate problem statement

• Do We Need Help?

Ifwe can see that we are not qualified, or that we do not have the expertise to handle •
a speCific problem, we have to get help We do not want to have others recreate
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the problem or dig out the facts that we have already uncovered To get assistance
with as little difficulty as possible, we simply get the qualified people Involved by
giving them a complete "problem statement"

• Do We Have the Ability?

Even where the responsibility IS ours, we have to consider other questions We
need to ask ourselves If we have the knowledge skill and expertise to handle the
problem In many cases, we Will have the responsibility and all of the qualifications
that are necessary In some cases, we will not be qualified Then, we will have to
look for help In documentation or training

• Are Others Affected?

When we can see that other people are affected by the problem srtuatlon, or are
likely to be affected, we Will want to get them Involved When others are to be
Involved, we will commumcate the "problem" to them and work with them through
the rest of solVing the problem

b Responsibility Others

We Will often come upon problem situations that we can see are outSide of our
responsibility They are clearly someone else's job Many of the procedures of the
company are deSigned to help us communicate thiS type of problem to the responsible
people For Illustration purposes, an employee may note potential trouble conditions to
the Supervisor In each case, where we are Involved, we Will want to get the "problem
statement" commumcated to the responsible people We Will not have met our own
responsibility If we have not done thiS well

• Is Our Help Needed?

We may determine that a problem IS someone else's responsibility We do have to
be careful that we do not just dump the problem situation on them without our
assistance We may be the only ones who are In a place to help We may be the
only ones with the knowledge, expenence, or education to figure out the problem
When thiS happens, we Will want to stay Involved as much as IS needed If thiS
creates a pnonty problem, or a problem of job definition, we Will want to resolve It
as a part of our responsibility

Getting Involved In a problem and getting uninvolved are senous steps If we handle
thiS aspect of problem Identification poorly, we Will compound the problem situation,
senous problems Will not be handled because someone drops the ball When we handle
thiS step well, we reduce frustrations and help build the cooperation that makes
problems seem more like opportunities

4 EFFECTS (DESCRIPTION)

The preliminary Investigation of the situation will give us the baSIS for makIng deCISions
about our action If and when the situation IS senous enough for us to continue our
problem-solving process, we Will need the facts from thiS preliminary Investigation We do
notwant to assume that we should do a thorough analySIS and we do notwant to assume
that no analySIS IS needed Instead, we want to make sure that our qUick look at the
problem situation IS a good enough look to allow us to make a few more deCiSions A helpful
way of Insunng thiS IS to think through or write out a problem deSCription

What IS a "problem description"?

Our problem descnptlon will normally be based only on the mdlcatlons that we readily
observed In the prellmmary attention that we focused on the problem We Will call these
indications, EFFECTS

Our problem descnptlon should IdentIfy, In as short and clear a way as pOSSible, what the
problem sItuation IS What we conclude should be factual (based on what we observed)
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and not opinion (what we think It means) At this pornt In the problem-solving process, we
do not want to Jump to too many conclusions, we Will have plenty of time to do that later
We want our problem descnptlon to be an accurate record of what has happened

Considerable elaboration on the desirable and undeSirable EFFECTS IS usually required
In order to uncover clues to the CAUSE The omiSSion of even a small EFFECT can mean
overlooking an Important clue By dOing a thorough Job In this step, we can keep ourselves
targeted on relevant information and we can avoid a Wide search whIch may lead down
many blind alleys We want to draw tighter and tighter boundanes around the problem until
we pinpOint the EFFECTS which reveal the CAUSE In the process, we want to categonze
the EFFECTS as deSirable and undeSirable It IS Important to note that deSirable EFFECTS
can be as Important to IdentIfying CAUSES as undeSirable EFFECTS

We can desenbe EFFECTS by answenng a senes of questions under five headings

a What?

• What symptoms indicate that there IS a problem?

• What are the observable conditions? (What did we and others see, hear, feel, smell,
taste or measure?)

• Under what conditions do indications appear? What was the environment or
circumstances like at the time of the operation?

• What were the Inputs? What came together for the operation?

• What was the operation? What was done? What was not done?

• What were the results of the operation? What were the outcomes and
consequences? What were the outputs?

• What were the conditions at the time of the operation? Immediately before and
after the operation?

b When?

• When were the symptoms or conditIons first notIced?

• Were they repeated? Were they the same each time? What changed?

• How long has the condition eXisted? When noticed? For how long?

• What caused the operation to begin? What caused It to stop?

• Old the symptoms or conditions show up In a sequence (one EFFECT followed by
one or more EFFECTS)?

• Do the symptoms or condrtrons appear In a pattern? How frequently? Is It
predictable or Intermittent?

• Could the symptoms have eXisted before they were noticed? For how long?

c Where?

• Geographically, where do the symptoms appear? Is there more than one location?

• Where within or on the object are the symptoms observable?

• At what stage In the process do they occur?

• Where did we see, hear, feel, smell, taste or measure the symptoms?

d Scope?

• How many objects or areas have the Indications of a problem? Are all affected?

• Is the whole of the object affected or only parts? What parts?
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• Is there a trend to the conditions or symptoms? Are they staying the same,
worsening or Improving?

• What Inputs or outputs are affected?

e Whafs Okay?

• What conditions are the way they should be?

• What parts or portions are unaffected? What Inputs were okay?

• What indications are favorable?

• What conditions are deSirable?

• What processes worked nght?

• What outputs or results are the way they should be?

In descnblng EFFECTS, we take great care to Identify the indications, symptoms, or
conditions which eXist We are careful not to speculate about what we cannot observe
(see, feel, hear, smell, taste or measure With a measunng deVice) For more complex
problems, our observations of EFFECTS may take place over an extended penod of time
For Instance, we may take regular readings on temperature and pressure In order to
descnbe EFFECTS which can vary over a penod of time

When we have descnbed EFFECTS, we have the facts for our analySIS We Will have
Identified the problem We make sure we wnte down all of these facts for use In the later
stages of PSP

Now, we have a couple of diversIons to take In order to understand the Problem-Solving Process
and our use of It

THINK ABOUT HOW TO SOLVE IT

There are five baSIC ways of solVing problems They are

• Have someone show you the answers

There IS nothing particularly wrong with haVing someone show you except that you
cannot always find someone handy who knows the answers

• Find the answers In documentation

There IS nothing particularly wrong With finding documented answers except that It
assumes that the problem has been faced before and that someone wrote down
the appropnate solution What If It IS a newproblem, orno one bothered to document
the answer?

• Use the "Barnyard MechaniC" method wherein you tear It apart and try to
reassemble It

The Barnyard MechaniC always runs two nsks

- you may damage It while trying to tear It apart,

- things do not always go together In the reverse order of taking them apart
• Use the "Tnal-and-Error" method In which you guess what the solution IS and try It

to see If It works

The "Tnal and Error" approach IS far too nsky because It does not Identify the cause
of the problem and because It does not conSider the potential risk Involved (For
example, Imagine trying to learn to fly an airplane or defuse a bomb by the
tnal-and-error method)
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• Use the "Problem-SolvIng Process" •

A systematic Problem-SolvIng Process IS the more efficIent and least nsky ap-
proach, when you don't knowthe solutIon, when there IS nobody around who knows,
and when the answer Isn't well documented

The Problem-SolvIng Process IS based on some key pnnclples

The CAUSE/EFFECT RelationshIp

If we are to use any part of the "Problem-Solving Process" effectIvely, we will have to develop an
understanding of the concept of Cause/Effect (To help us keep track of the discussion from this
pOInt on, we will capItalize CAUSE and EFFECT)

If a tire on the car goes flat, something must have CAUSED It to go flat Was It a nail? Does the
valve stem leak?

If an employee IS "burned out," there must have been something to make him or her "bum out"
Was It the SUperviSOr'S practices? Was It the employee's lack of learning and studying that led to
Incompetence and stress? What was the CAUSE?

When a collar on a beanng breaks off, somethIng must have CAUSED It Was It the mechaniC who
put too much force on It? Was It faulty metal?

When we see, or hear, of feel indications or symptoms of a problem, we are observing EFFECTS
They may sIgnal to us that there IS a problem, but they do not tell us why the problem eXists, or
how It came about SomethIng had to happen to CAUSE the Indlcatron or symptoms that we
observe If we are to be successful at solVIng problems, we have to Identify the CAUSE that IS
behind the EFFECTS For example, I may be "runnrng a temperature" ThIs IS an observable
symptom I am not Irkely to have much success by merely trying to treat the symptom I may be
able to elimInate the symptom for a while by bathIng In Ice water, but If I do not treat It With antIbIotics •
to kill the bactena, the EFFECTS Will not go away By finding the CAUSE first, I have a lot better
chance of finding a lasting cure

We can showthe CAUSElEFFECT pnnClple, as It applies to solVing problems, by a SImple diagram

TWO PARTS TO SOLVING ANY PROBLEM

•
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As thIs diagram Illustrates, we stand a much better chance of finding a cure If we wIll find the
CAUSE first Our approach, then, In the "PROBLEM-SOLVING PROCESS," IS to look past the
observable EFFECTS until we find the underlying CAUSE

We do have to recogmze that the EFFECTS we observe In any situation may be the result of a
combination of factors There may be several contnbutlng CAUSES For Instance, a weak heart
may result from eating the wrong foods, lack of exerCise, stress, smoking and an Inhented artenal
disease It IS not likely to be cured unless all of the significant CAUSES are treated

Because observable EFFECTS can result from a single CAUSE or multiple CAUSES, we will use
the term "CAUSE/EFFECT Relationship" (abbreviated C/E) to show that we want to IdentIfy the
CAUSE, whether one or more than one

ASSESS COMPLEXITY

Making an assessment of the complexity of a problem simply means recognizing that the problem
situation falls Into one of four pOSSible categories These categones are based on our ability to
speCIfy CAUSE and/or CURE at this pOint In the process Deciding upon a category Involves
answenng three questions The action that we should take next IS based on the answers to the
three questions

• Is the CIE known?

• Is there an SOP solution available?

• Is the SOP satisfactory?

To understand what the four categones mean, we have to be working In the same language We
have to understand the terminology

• C/E

We Introduced the expression C/E earlier and Indicated that It means "CAUSE/EFFECT
Relationship" We can now say that we wdl have established the C/E (CAUSE/EFFECT
Relationship) when we are reasonably certain that we have Identified the CAUSE or
CAUSES of all of the symptoms of the problem It means that we can say that we know
what made the situation the way It IS We can predict that where the same kind of CAUSE
conditions come together, there will be the same observable EFFECTS that we see In the
problem Situation

If we cannot say, With reasonable certainty, that we know what CAUSED the present
situation, then we cannot say that we have established the CAUSE/EFFECT Relationship
(CIE)

• SOP

SOP refers to Standard Operating Procedure We can say that we have SOP's for
handling a problem when we have procedures, methods, forms or practices already In place
to take care of the problem situation For example, a problem eXists when we have an
employee absent or an assignment Incomplete In either case, the CIE IS known or
reasonably certain and there are established procedures for handling It In a computer
system there are standard procedures for correcting a voltage interruption problem There
IS an SOP for a tardIness problem and another SOP for an Input error on forms

SOP's usually eXIst where we have recumng problems With known CAUSES Most offiCial
procedures are Simply SOP's for things we know Will happen

First, let's show the four categones of problem Situations In a table and then explore what each
one means
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CATEGORIES OF PROBLEMS

CATEGORY C/E KNOWN? SOp? SOP OK? ACTION

#1 YES YES YES PROGRAM

#2 YES YES NO ANALYZE

#3 YES NO DECIDE

#4 NO ANALYZE

•

a CATEGORY #1 C/E KNOWN - SOP'S APPROPRIATE

In this conditIon, the C/E IS known and there are established Standard Operating Proce
dures or known solutions for resolving the problem In other words, we know from
expenence what IS wrong and what to do about It Why go through steps In Problem
Solvmg? There IS no need Many of our everyday problems fall Into this category

ACTION - Apply the SOP's or known solutions, PROGRAM the SOP

b CATEGORY #2 SOP's NOT ADEQUATE

In this condition, the CIE IS known, but the SOP's or known solutions are not satisfactory
In some Instances, the established method really does not solve the problem Some SOP's •
do not keep up With changing conditions They are outdated and no longer meet needs
Where SOP's are not adequate, we want to continue In the problem-solving process

ACTION - Go to ANALYSIS (the next stage) to confirm the CAUSE

c CATEGORY #3 CIE KNOWN - NO SOP's

In this condition, the C/E IS known, but there are no SOP's or known solutions Problems
Will anse that have not been expenenced previously and there are no established solutions
However, If we are confident that we know the CAUSE, there IS no need to do a complete
ANALYSIS

ACTION - Go directly to the DECIDE stage of PSP

d CATEGORY #4 CIE NOT KNOWN

Then, there are times where the CIE IS not known There are many Instances where we
don't have ready answers and the CAUSES are hidden Rather than go through a lot of
tnal-and-error, we make a structured analySIS In short, further analYSIS will help us reveal
the CIE

ACTION - Go to ANALYSIS

The Idea behind deCiding on the compleXity of the problem IS to help us Insure that we do not
waste any more time than necessary on the problem-solving process Where SOP's eXist, and
do theJob, we want to use them We do want to exercise some caution, however We wIll be inclined
to continue to use SOP's that are out-of-date We Will be prone to use SOP's to replace eqUIpment
on a routine and frequent baSIS when we should find outwhy the equipment needs to be replaced
so often We need to give as much attention to uSing the problem-solving process to Improve our
effectiveness as we do to uSing SOP's to Improve our effiCiency

•
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• Based upon the IDENTIFY stage of Problem Solving, we will do one of three things

• Employ SOP's and PROGRAM the solution to resolve It,

- or-

• Go directly to the DECIDE stage of PSP

- or-

• Go to the ANALYZE stage to define the CIE,

There are two methods ofconcluding the C/E ofa problem BASIC ANALYSIS and OPERATIONAL
ANALYSIS BASIC ANALYSIS IS deductive In Its reasonrng and OPERATIONAL ANALYSIS IS
mductlve In Its reasonrng This process will provide us In-depth knowledge and skills about
deductive and inductive reasoning

•

•
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IANALYZE I
When we ANALYZE, we will have determined that the C/E relationship IS unknown and that an
analysIs IS mented By following the ANALYZE process, we systematically place boundanes or
limits around the problem so that the true CAUSE reveals Itself The time and expense of
tnal-and-error can be greatly reduced, If not totally eliminated

We deliberately do not attempt to define solutions durmg the ANALVZE stage Furthermore,
by diSCiplining ourselves not to think "solutions," we are more likely to deliberately seek the clues
that lead to the CAUSE

ANALYlE consists of two separate methods BaSIC AnalySIS (SA) and Operational AnalySIS
(OA) We begin WIth SA However, there are times when SA will not be adequate for the problem
we are investigating SA IS a baSIC tool and one that IS simpler to apply In most Instances It IS the
logical one to start With If SA does not meet our analytical needs, we will not have Invested
excessive effort that other analytical tools may reqUire For example, a part may fall an excessive
number of times The eqUIpment and expertise required to determine the CAUSE are very
specialized Ifthe CAUSE can be detected uSing a simpleranalytical means, thiS would be a logical
step before determlnrng that a more elaborate analySIS IS justified

In addition, OPERATIONAL ANALYSIS IS a separate process OA IS a trouble analySIS process
However, If BA does the Job, the process of OA, which Will deal with more detailed technrcal and
mechanrcal causes, would not be necessary
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IBASIC ANALYSIS I
Most of us are accustomed to combmmg things In the work situation In BASIC ANALYSIS, It IS
Important to separate vanous Items In a systematic manner A breakdown IS needed We are gomg
from the general to the specific We, begm with all of the EFFECTS that we descnbed In IDENTIFY

To make the CAUSE eVident, we will have to compare the EFFECTS of a normal or good situation
with the EFFECTS of the problem situation

5 DIFFERENCES

Differences are those thmgs which are unique to the problem situation as we compare It
to what we know to be right or normal Differences have to eXist, to some degree, and
we have to search until we find them Wlthm the differences lie the clues to the CAUSE
However, we try not to think CAUSE at this pOint to prevent Jumping to premature or
Incorrect conclUSions that shortcut our analysIs When a possible CAUSE pops Into our
mmds, we should jot It down so we do not lose It We just want to be sure that we don't let
an Inspiration keep us from makmg a good analysIs of all differences

The differences may be qUite Simple or qurte complex At times, rt requires a technically
trained person to detect a difference

It IS also Important to keep m mmd that a mmor difference can provide an Important clue
When we can't detect differences, It often means we have not adequately descnbed and
separated the EFFECTS

We can be QUlded m our search for differences by making four baSIC comparisons We
ask, ·What IS different, umque, speCial, peculiar, odd or unusual about the problem
situation when compared to the followmg?"

a Similar

Compare the problem's EFFECTS to those of similar or Identical objects, plans,
processes, procedures, or performance areas which are functiOning normally

b Expenence

Compare what we observe to the knowledge and expenence that we have from past
practices or methods that indicate normal functiOning Here IS where a good memory
IS very helpful

c Specifications

Compare EFFECTS to established standards or speCIfications which are accepted
norms

d DimenSions

Compare the dimenSions such as height, weight, speed, thickness, temperature, wear,
density, location, etc of the problem to the normal
We may employ one or several of the compansons

Cause

In determining the probable CAUSE, we want to discover what could have created the
differences that we have detected Some changes must have been Introduced or
Introduced themselves to have produced the differences We have to track these down

Of course, thiS IS not a random search The CAUSE should be one that could have created
the differences We look for the probable CAUSE by answenng these questions

21



•a What?

What might have caused the dIfferences?

b How?

How could the differences have been mtroduced?

c Why?

Why do the dIfferences eXist?

There are times when It IS difficult to obtain facts and data about what CAUSE may have
produced the differences There are several reasons for this

1:1 The people Involved In the situation may fall to reveal that something has been done,
they may feel that the less said, the better

a The CAUSE of the differences may have been seen as an Improvement and people
may feel that It could not have produced the dIfferences

a The CAUSE may be hidden from view There simply may not be any discernable
CAUSES for the differences

a The CAUSE may have come about very gradually or IS so small that It IS overlooked

a The eVidence of the CAUSES may have disappeared

In these SItuations, we may have to rely on educated assumptions as to the CAUSE, based
on our knowledge and expenence We WIll Identify these POssibilIties and proceed Just as
If the CAUSE were known

However, we should take to heart a word of cautIon about assumptions If the nsk for •
ImplementIng the wrong solution IS ~reat, assumptions are not a good baSIS for deCISions
We should continue our search until the true CAUSE IS found, or until the nsk becomes
more than reasonable

In additIon, we may find that SA IS not adequate for the problem We may have to tum to
some other method of analySIS

7. Prove

Even though we are well along In our SA at thiS pOint, we want to consider CAUSES as
tentative, until we have proven or dlsproven them We stili want to avoId gOing through
unnecessary tnal-and-error attempts to Identify CAUSES

In the ProvelDlsprove step, we compare the EFFECTS of the probable CAUSE to the
EFFECTS we have defined If a probable CAUSE would produce all of the specificatIons
descnbed In EFFECTS, It IS highly likely to be the true CAUSE We may find that there IS
no need to prove/disprove other CAUSES Therefore, we work on the most likely CAUSE
first

On the other hand, a CAUSE may not quite prodUce the problem EFFECTS We may even
have to go back and review differences to generate more "pOSSible" CAUSES

We should not Ignore assumptIons about CAUSE We should consider them and prove
them Normally, we consider assumptions last

Dlsprovmg a CAUSE ISJustas Important as provIng ThIs helps us narrow down the search
We should be wllhng to discredit any CAUSE, we must not try to make a favored CAUSE
fit

•
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The gUidelines used In Prove/Disprove the CIE are

a All

The probable CAUSE that could have produced all of the EFFECTS we observed IS
likely to be the true CAUSE

b None

A probable CAUSE that does not produce the same EFFECTS In sImilar objects, plans,
processes, procedures, or perfonnance areas IS not likely to be the CAUSE We can
place It low on the list or eliminate It from consideration

c Some

A CAUSE that contained too many exceptions (that IS, the CAUSE may have produced
some EFFECTS, but not others) IS not a highly likely CAUSE or not the only CAUSE

Where each of several probable CAUSES could have produced some ofthe EFFECTS,
It IS likely that there are multiple CAUSES

At thiS pOint we list the CAUSES whIch could produce any of the EFFECTS Usually, the
CAUSE will boll down to one major CAUSE or to a limited number of CAUSES

8 Check

In thiS last step of SA, we double check to venfy our facts, data, and conclusIons We venfy
In two ways

a Verify

First, we check to see tfthe mfonnatJon we have IS true and If the conclusIons we have
drawn are logically sound We may re-examine the data We may check wIth others
who are Involved or knowledgeable about the problem

b Match

In thIS effort, we check the probable CAUSES to see that they could reproduce all of
the EFFECTS (all of the bad effects as well as all ofthe good effects) When we have
CAUSES that account for all of the EFFECTS, we have the CAUSES of the problem

If we cannot demonstrate certainty of the CAUSES, we should use other ANALYSIS
methods
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IOPERATIONAL ANALYSIS I •
OPERATIONAL ANALYSIS IS an analytical tool that IS applicable to all OPERATIONS which are
performed by people ormachmes accordmg to a logical method or procedure OPERATIONS
are descnbed In terms of people dOing things or machines dOing things OA assumes that the clues
to the CAUSE of a problem are somewhere In the OPERATION which displays the symptoms If
not, the clues can be found In an Interdependent OPERATION

There are times when OA Will not be an appropnate analytical tool for the problem bemg
investigated A Simpler and more baSIC tool may be adequate ThiS IS available as "BASIC
ANALYSIS (SA) " SA IS applicable to problems which are not OPERATIONAL problems On the
other hand, there are Situations where neither SA or OA are adequate Sometimes the process,
expertise and analytical eqUipment that are required to determIne CAUSE are highly specialized
For example, a corrosIon problem may require a chemical analySIS to deterrmne CAUSE ThiS may
Include such complex equipment as a spectrophotometer for spectrum analySIS The POint IS that
the analytical means should be only as complex as necessary to determIne the CAUSE

We are examlnrng OA because many of the problems we face are OPERATIONAL problems
(problems In what we do or In what machines do) OA IS usually appropnate for mechanical and
technrcal problems OA IS very useful even when sophistIcated test gear IS needed to help
determine CAUSE

Most of us are accustomed to syntheslzrng (pulling together) thrngs In the work situation In OA
we WIll do the opposite we WIll separate elements so that we can do a more thorough analySIS It
IS very much like uSIng a powerful magnlfymg glass or microscope to examine something It narrows
our focus to only a small portion of the Item, but It makes the detail much clearer We look much
more closely But, unlike BA, we Will go from the speCIfics of the parts to general conclUSions

Operatronal AnalySIS consists offour steps whIch are deSigned to reveal the CAUSE ofthe problem •
We WIll have to do all four of these steps to solve any problem These steps may appear to be
very Similar to the steps of BA, but they are deCidedly dIfferent

The OA process assumes that we have descnbed the EFFECTS which are eVIdent In the problem
sltuatron It IS needed because the clues to the CAUSE are In the EFFECTS We have to have the
facts

FIrst, In OA, IS to IDENTIFY the elements of the situation we are Investigating We Will see that
the CAUSE IS to be found In one ofthe elements So, we break the operation down Into ItS elements
so we can pinpoint the source of the CAUSE

Next, IS the step In whIch we set the limits for our search We deCide based on the EFFECTS
exactly where we are gOIng to look for CAUSES We have to Isolate or localIZe the problem

Then, we propose pOSSIble CAUSES for the EFFECTS that we have observed There IS a speCial
way of dOing thiS that IS much more sCientific than guessing We have to figure out what might
have caused the problem We hypotheSIZe

Finally, we test the pOSSible CAUSES In order to conclude the actual CtE (CAUSElEFFECT
Relationship) We have to confirm, venfy or prove the CAUSE

Our baSIS for analySIS IS a Simple model called an I-P-O model The I-P-O model IS terminology
used to descnbe any OPERATION of people or machinery It IS probably easiest to think of
OPERATION In terms of actions or processes Each OPERATION IS a descnptlon of an action or
process that produces some results for us

•
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• Examples of people actions

• Wntrng (such as wntlng a letter)

• Kicking (such as kicking a football)

• Turning (such as turnmg a valve handle)

Examples of machme actions

• Pumping (such as a water pump)

• HOisting (such as a hydraulic hOist)

• Pulvenzlng (such as pulvenzlng coal)

We might easily diagram the action-result statement as follows

All of US know, however, that our equipment or people do not operate on the basIs of magic We
do not get action without some Investment of people, time and other Input When we add the
concept of Input to our diagram, we produce a picture which says ''With Inputs, our action Will
produce results"

•

ACTION

INPUTS

f----I RESULTS

----1,1 ACTION RESULTS

Now, we want to expand thiS pnnclple The pnnclple applies whetherwe are talking about systems,
Jobs, tasks, steps or operations - any level of breakdown that we might need for our analYSIS
purposes For example ''With InPuts, the system will produce results "

INPUTS

SYSTEMS
JOBS

TASKS
STEPS

OPERATIONS

RESULTS

•

To avoid confUSion With our definition of tasks as "action-result" statements, we Will adopt new
terminology that allows us to apply the diagram to any action We Will use the terms "Inputs,
Process and Outputs" We Will add mUltiple arrows to indicate the POSSlblbty of more than one
inPut and more than one output We Will call our diagram the "I-P-O Model" This model Will
become the baSIS for our analySIS
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1- P-O MODEL

INPUTS------:1 PROCESS

OUTPUTS

•

• INPUTS are those resources that are needed to perform the process

• PROCESS IS the action or the function

• OUTPUTS are the results of or products of the process

Example of a people OPERATION, wntlng a letter

• Inputs
- someone

- a penCIl or wntlng Instrument

- a piece of paper

• Process

- Iswntlng

• Output
- a wntten letter

Example of a machine OPERATION, pumping water

• Inputs
a pump

- power to run the pump

- water Into the pump

• Process

- IS pumpIng

• Output
- water moving out of the pump

Sometimes, OPERATIONS show up In chainS or series ConSider thiS overslmphficatlon of an
automobile engine
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OUTPUT (0),...,

•

•

CHAIN OR SERIES OF OPERATIONS

11

001
......-

12 11 02• P2 -
12 01 11

'--- P3
01

- etc

• INPUTS to the carburetor (P1) are air (11) and gasolIne (12) The carburetor
vaponzes the gasoline to produce gas vapor (01), the OUTPUT

• This OUTPUT, In tum, becomes and INPUT (11) to the cyltnderwhere a spark (12)
enters CombustIon (P2) takes place The OUTPUTS are force (01) on the piston
and exhaust (02) The piston forces the crankshaft to tum (P3)

• When a car IS runnrng, there are hundreds of Interdependent OPERATIONS
(chains) taking place When a car does not run (problem), It IS necessary to find
out whIch OPERATION IS the source of the problem CAUSE

With the baSIC model In mind, we can Introduce a few more Items of terminology whIch are
necessary for PROCESSES to produce the OUTPUTS we deSire. even when the necessary
INPUTS are present An expanded I-P-o Model will help us Identify additional elements

EXPANDED I - P - 0 MODEL

TRIGGER EVENT (TIE) CUTOFF (C/O)

INPUT (I) r-"--------/~
PROCESS (P)

11..-_ FEEDBACK (F)

INPUTS (I)

INPUTS are all of the thmgs (people, matenals, machines, equipment, supplies, time,
Information, etc) which come together m order for the OPERATION to take place

• • Who?
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• What machines?

• What matenals?

• What ingredients or components?

• What conditions?

TRIGGER EVENTS (TIE)

Something must eXist or happen to signal the person to begin or the machine to start the
process thiS "something" IS the TRIGGER EVENT

• What are the signals or Indicators which are supposed to start things?

• How does the process know when to begin?

• What tnggers the action? What beginS the function?

•

PROCESS (P)

Within the OPERATION, either some part of equipment or machinery, or some person, IS
performing an act or function The act or function may be descnbed by active verbs (gnnd,
push, pull, pump, compress, cut, mesh, splice, 11ft, etc) or by passive verbs (hold, contain,
support, limit, reduce, connect, span, etc) Active verbs usually descnbe processes,
passive verbs usually descnbe functions

• What function does It serve? What IS the action?

• What IS the person expected to do? What IS the component's function?

• What has to happen? What IS supposed to be taking place? •

• What IS the purpose?

CUTOFF (C/O)

Within the OPERATION, some event must Signal the conclUSion or termination of the
PROCESS

• What tells the PROCESS to stoP?

• How does the PROCESS end?

• When IS It finished?

• What Signals or Indicates that there has been enough PROCESS? Too much?

OUTPUTS (0)

Something IS the end result or outcome of the PROCESS Something IS either produced
by or left over after the PROCESS has been performed

• What are the OUTPUTS, outcomes, results?

• What IS produced or made?

• What IS left over?

• What are the byproducts?

• What are the effects or products, good and bad?

• What are the consequences?

•
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• FEEDBACK (F)

When there IS some measunng or momtonng of the OUTPUT or results of an OPERATION,
It IS called FEEDBACK The FEEDBACK may not be used by the OPERATION Itself, It
may be used to regulate or control other Interdependent OPERATIONS In a chain or senes
The FEEDBACK may be used by the OPERATION Itself When It IS, It IS called a
FEEDBACK "loop" The results of the measunng or momtonng are used as TIE or CIO
signals for the PROCESS, or they may be used to regulate or control the PROCESS Itself

At this POint, It IS necessary to be sure that all elements of the OPERATION we are
investigating are Idenbfied That means to list every I, TIE, P, CIa, a, and F Then, the
real process of establishing CIE (the CAUSE/EFFECT Relationship) can begin

EXAMPLE OF I-P-o APPLIED TO EQUIPMENT

All of us are familiar With the operation of a furnace that IS used as a home heating system For
example, we Will say that It IS a gas-fired, forced-aIr type offumace To keep the example as Simple
as possible, we've taken some liberties With deSign to make It match our I-P-O model

Gases

Hot Atr

(OUTPUTS)(PROCESS)

f ElECTRIC UNE

" GAS UNE R..UE GAS EXHAUST.
, BURNER AIR INTAKE
I

RJRNACE
• BURNS GAS

BLOWER AIR INTAKE • HEATS AIR HOT AIR DUCTS
• BLOWS AIR

ONPUTS)

Air

Gas

Bectncrty

•

•

Suppose we want to start our furnace This Implies that we have something In mind as a reason
for starting It We want the furnace to produce heated air We want the hot air to be blown around
the house so that It warms up the house

For that to happen there has to be some INPUT Electnclty flOWing In order to run the blower gas
and air flOWing In to bum, colder air coming Into the blower a flame or Igniter to start the gas
burning

We have some expectations about the operations which take place In the furnace These are the
PROCESSES bums gas, heats air, blows air

If we have all of our do's and don'ts, we can heat our house With the furnace It Will reqUire that
we tum the furnace on (TIE) every time we want heat and tum If off (C/O) every time we get the
house warm enough ThiS performance on our part may get to be annoYing and weary after a
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while of running over to the furnace to tum It on or off every few minutes To solve our problem. •
we Introduce a new requirement We want the furnace to operate automatically

Operating automatically means that we want the furnace to "know" when to start (TIE) and stop
(C/O) Since furnaces do not have any sense, they cannot operate satlsfactonly for us We have
to set up an Interdependent operation

Since we are descnblng a furnace and heat (or the lack of It), we adopt a universally accepted Unit
of measure to descnbe how hot or how cold we want the furnace to keep the aIr In the room, In
number of degrees of temperature Since the temperature can vary In the house we decide to
measure the temperature at apomt near the center of the liVing area We determine that we want
to mOnitor the temperature continuously (the Ideal way to mOnitor performance) We deCIde that
we can measure temperature WIth a thermometer Being energy conSCIOUS, we deCide that we
want the air heated to a temperature of 68 degrees, give or take a degree

ThiS step of the process makes things a little more difficult It means that our method of
measurement (thermometer) has to be able to relay Its readings to the furnace An ordinary
thermometer won't do that We have to change equipment In order to get feedback to the furnace
A thermostat IS Just the type of equipment we need (Notice, thIS IS a whole new operation we
have Introduced In orderto give feedback to the furnace) The thermostat now operates to replace
us when It comes to starting and stopping the furnace The furnace now operates automatically
to prOVide acceptable output

There IS one final illustration we want to draw from thiS example By putting In "automatic," we
have created a FEEDBACK loop which mOnitors the temperature of the air (output of furnace) and
SIgnals the furnace whether to continue to perform Its function or not

Our overall system for the furnace would look like the revised diagram that follows

ELECTRIC LINE
Electricity

Air passmg by

~

TI-lERMOSTAT

• Detects Temp
• Sends TIE or

CIO Signal
to furnace

(C/O) Output SIgnals

(TIE)
•

(TIEl (C/O)

(INPUTS) (PROCESS) (OUTPUTS)

8ectnclty
ElECTRIC LINE

Gas
GAS LINE R.UE GAS EXHAUST

Gases

BURNER AIR INTAKE
Air

FURNACE

• BURNS GAS
Air BLOWER AIR INTAKE • HEATS AIR HOT AIR DUCTS Hot Air •• BLOWS AIR
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5 Elements

This IS the step of OA which IS designed to make the source of the CAUSE observable,
thus making the CAUSE reveal Itself Each OPERATION has a limited number of de
fined/definable ELEMENTS which fit Into the categones of

INPUT (I) TRIGGER EVENT (TIE)

CUTOFF (C/O) PROCESS (P)

OUTPUT (0) FEEDBACK (F)

The Idea IS to look closely at the ELEMENTS In order to Identify them, thereby locating the
source of the CAUSE

a Inputs (I)

What are all of the Inputs?

b Trigger Events (TIE)

What are the Tngger Events?

c Process (P)

What are the Processes?

d Cutoff (C/O)

What are the Cutoffs?

e Outputs (0)

What are the Outputs?

f Feedback (F)

What are the Feedback loops used as TIE or C/O?

Any element that IS not Identified IS an element that cannot be checked Therefore, we
create our own checklist of elements We can check them all at once or we can do one
element at a time We can do OA on one element or we can do one step of OA on all
elements It doesn't matter as long as we Identify all elements, check all elements, and
find all the true CAUSE or CAUSES

6 Limits

An analysIs has to begin somewhere In OA, we are uSing a "nfle" approach as opposed
to a "shotgun" approach Therefore we begin the process of looking for a CAUSE by setting
limits or parameters for the search This concept IS very Similar to setting "limits" that are
necessary for "local" anesthetic to numb a certain area for surgery

We set limits by first Identifying the source of the problem

a Source

As a part of describing EFFECTS, we located them From our descnptlon we can
answer such questions as

• Where did I see the indIcations?

• Where IS the sound coming from?

• What IS the location of the Vibration?

• WhIch parts look worn?
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We concentrate on localizIng the problem

b Operation

The next step IS to Identify the OPERATION (active or passive function) that IS near
or nearest the indications We are looking for the OPERATION or OPERATIONS whIch
could contain the indicatIons or symptoms We know that the CAUSE IS somewhere In
the OPERATION or In an Interdependent OPERATION

c limits

For a systematic OPERATIONAL ANALYSIS, we set the limits ofour search to a smgle
Operation Where we have more than one OPERATION that IS near the indications,
we Include all of the OPERATIONS In our search, but we do so one at a time The
reasons for thiS will become more apparent as we move to the next step of OA

d (If Necessary) Expand

When the CAUSE cannot be found In a SIngle OPERATION (assuming OA IS com
pleted) the search IS expanded to Include the next related OPERATION In the chaIn
DeCiding upon an Interdependent OPERATION to analyze IS a matter of answenng
these questions

• What IS the OPERATION dependent on?

• What happened Just ahead of thIS In the chain?

• Where does the INPUT come from? Where does OUTPUT go?

• What other OPERATION has to occur for thIS one to occur?

• What OPERATION could be feeding back to thIS one?

Normally, thIS expanded search will be limited to Interdependent OPERATIONS those
OPERATIONS whIch share INPUTS or OUTPUTS WIth the OPERATION at the source of
the IndIcatIons Only after all Interdependent OPERATIONS have been analyzed does the
search expand to OPERATIONS whIch are not conSidered to be Interdependent The
assumptIon for dOing so IS based on the pnnclple of "unexpected Side EFFECTS" In other
words, we Will have already analyzed the normal (those we would expect to have an
EFFECT) OPERATIONS and not found the CAUSE We expand the search to examine
abnormal OPERATIONS (those we would not expect to have an EFFECn When we do
so, we use proxImity (nearness) as our cntena

7 Causes

Let's revIew the steps and logiC of OA up to thIS pOint

For every EFFECT, there IS a CAUSE or a combInation of CAUSES Ifthe EFFECT comes
from an OPERATION, the CAUSE IS to be found somewhere In the OPERATION elements

Furthermore, undeSirable EFFECTS come from some undeSirable vanance In one or
more of the elements OA systematically examines each element to determine which has
a vanatlon that produces the undeSIred EFFECTS

a Known

In thiS step, we make up statements of the pOSSIble relatIonship between a vanatlon In
an element and the EFFECTS We begin WIth known vanables

A pOSSIble cause IS the underlymg reason or explanation for somethIng It IS
proposed for purposes of examination or testing

•

•

CAUTION POSSible causes are not statements of fact They are made up of the pOSSIble
relabonshlp between a vanable In an element and an EFFECT They become statements of fact •
only when they are tested agaInst realrty and shown to be true
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We do not determine possible causes by guessing Instead, we propose vanatlons In
each of the elements that we have Identified and we predict the EFFECTS of that
vanatlon The formula IS

If this element _
IS vaned In this way
Then the EFFECTS-w'"'":II';""';1b~e----

For example If the indicator light (TIE) IS burned out, the operator will not know to
adjust the output

Or If the "Idiot light" (C/O) IS burned out, In the car the dnver Will not know to shut
the engine off

Possible causes are createa byiilhng In the blanks In our ~~If then .. statements

To determme possible causes we will

• Take the first element that IS Identified

• Begin with a vanance that has occurred or IS known to be possible In that
element

• Predict the EFFECTS of that vanallon

When the pOSSible cause has been detennlned It IS tested If the CAUSE IS not
confinned, we generate additIonal pOSSible CAUSES We move from one known
vanance to another In the element and then we move to the next element

b UnlIkely

When we have exhausted pOSSible CAUSES based on known variations In the
elements, we begin to propose CAUSES based on unlikely vanables (those Items
which are normally considered to be constants) In other words, our pOSSible CAUSES
become "what If II statements Instead of "If " statements

For example, a pOSSible CAUSE on a known vanable might be

If we Increase the temperature of the flUids, then we will create an Increase of
pressure Ifl ihe sealed tube

A pOSSIble CAUSE of an unlikely varIable might be

What If the cold temperature outside causes the tube to shnnk, resultIng In an
Increase of pressure of the flUid In the sealed tube (In thiS case, the sIZe ofthe tube
would normally be conSidered a constant)

c Complex

If pOSSible CAUSES on Single vanables do not produce the CAUSE, we look for more
complex CAUSES These are denved by combInIng vanatlons In an element (e g
Increase temperature and speed) or combinIng vanatlons In elements
Our logiC statements of complex CAUSES are lIke thIs

Ifthls element IS vaned In thIs way and In this way and
thIs element IS vaned In this way then, the EFFECTS will be

The Intent of this step of OA IS to

take each element

one at a time,

make up each pOSSIble vanance,
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- predict Its possible EFFECTS

and speculate that there IS a CAUSE/EFFECT Relationship

8 Tests

Possible causes which are not yet tested and proven are nothing more than conjecture
or opinion They may even be ndlculous Those which are tested and proven provide
CAUSES

a Tests

Therefore, we need to test our possible causes against reality Two forms of test are
appropnate logical and measurable

• Logical

First ofall, we need to examine each possible CAUSE By uSing our own knowledge
and expenence or by consulting with those who are knowledgeable about the
OPERATION, we may be able to mentally test pOSSible CAUSES If a CAUSE IS
known to be Impossible, we can discard It and move on We will be able to see that
some proposed CAUSES are ndlculous, Silly, or totally Impractical We do have to
exercise caution however; many CAUSES are hidden In possible CAUSES which
are considered to be Silly by problem-solvers We Will want to have eVidence to
show that the possible CAUSE IS IllOgical or Impossible At least, we want eVidence
that It IS highly unlikely before we discard It

• Measurable

Our possible CAUSE IS a speculation about the C/E A test of a possible CAUSE
IS an arrangement which makes the C/E observable

Measurable tests are not always easy to perform They range all of the way from
Simple observation (look and see) to complex test equipment Foreach measurable
test, the follOWing questions need to be answered

- What level of effort IS needed to test?

- What IS the nsk of performing the test?

How much time will It take to test?

- What IS the cost of performing the test?

Is It worth It?

- What authonty or ability IS needed?

Is approval needed for the test?

We will want to deCide upon a test that meets the practical cntena of timeliness,
cost, ability, approval and reasonable nsk We cannot have the test costing more
(In matenals, time, effort or money) than the problem

Normally, we will select test methods beginning With the easiest and lowest
risk and moving gradually toward the more complex Insofar as pOSSible, we will
choose test methods which Simulate conditions Without the nsk of gOing "live" We
Will test the pOSSible CAUSES which are testable In practical terms before we look
at those which are Impractical to test

It IS Important to note that new measurable tests are likely to be needed While
these may be Simple variations of eXisting measunng or momtonng methods, they
are new tests The traditional measures or indicators are apparently not adequate
or they would have Identified the CAUSE of the problem
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b DeCISions

After we have arranged tests, we have to look at and use test results to make decIsions
about CIE We need to do three things

• Recording

We will need a practical way of collecting and classifying results of tests Recording
facts over a penod of time may be the only way of creating a vanatlon that equates
to the CAUSE (where time IS a vanable) In addition, the CAUSE IS often hidden In
the results which need to be analyzed and Interpreted

• Interpreting

Sometimes the results of testing have to be "massaged" to reveal their true
meaning We will want to arrange and rearrange the test results mto different
vIsible forms so that patterns, trends, and true meamngs are revealed ThiS
may mvolve the use of charts, graphs and checklists for the data It may Involve
venfymg doubtful data by repeating the tests

Interpretation may Include sorting data according to the amount of Influence each
factor has on EFFECTS Measurable tests of complex CAUSES should show the
proportionality among variations

• Concluding

Our test must serve the purpose of making the CIE observable When we achieve
EFFECTS (deSirable and undeSirable) from our tests which match the descnbed
EFFECTS of the problem, we have developed a CAUSElEFFECT Relationship
We Will have completed the OPERATIONAL ANALYSIS

NOTICE In thiS step we prove a theory or hypothesIs or we disprove It thiS process Will help
PROVE

CAUTION!

There are two extreme POSitions which we have to guard against when we test possible CAUSES
(hypotheses)

• Procrastination

Procrastination IS the habit of putting off a deCISion or an action Some people are
tempted to go on testing and testmg possible CAUSES, but they don't have the
gumption to draw any conclUSions They may say, "But, I need more Information"
Of course It IS Important to find the true CIE, but there may never be a perfectly
clear set of facts

• Self-Fulfilling Prophecy

Another tendency of some people IS called the self-fulfilling prophecy It Simply
means that they have their minds made up before they start testing and they only
look for the facts which support their pre-drawn conclUSion Some may say things
like, "I don't care what It shows 1know what caused It II

NOTICE ThiS kind of bIased thinking Will not help us Improve our problem solVing skIlls Instead
we have to look at the facts In an unbIased and objective way ThiS process Will help us remain
OBJECTIVE

With the CAUSE or CAUSES Identified we can deCide what to do about a cure, the rest of solVing
problems
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IKNOWN VARIATIONS IN INPUTS I •
The first step In proposing CAUSES from vanatlons In INPUTS IS to determme that each and every
INPUT that IS needed IS available (m whole) for the PROCESS Availability can mean several
possible things, so our purposes are served best by thinking m terms ofseveral possible questions

ARE THE RIGHT INPUTS AVAILABLE

• In the fight quantities as needed for the process

- Is the Input rate too slow or too fast?

- Is there only a partial amount?

• At the right time

Is mput too early or too late?

- Is It accordmg to the nght pnontles?

- Is at out of sequence?

• In the fight locanon for the process

- Are they where they need to be?

- Can they be obtained, moved, delivered?

• In the right quality

Are mputs up to spec? •

Are they accurate?

Do they meet minimum qualifications or standards?

What leeway IS there In quality or accuracy?

We may propose that INPUT defiCiencies are

• The needed Input Isn't present or has run out,

• There IS not enough InPut, too much, too soon, too late,

• There IS a faulty mput procedure, (e g the Input onented wrong, IS upside-down, or
backwards, etc)

• The Input doesn't meet the reqUired specifications

These are all "POSSIBLE CAUSES" of problems

•
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IKNOWN VARIATIONS IN TIE, CIO, F I
We have already seen that TIE CIO, or F are Intended to make It clear when a person IS to start
dOing an OPERATION, continue dOing It stop dorng It, or alter the way It IS done TIE, CIO, or F
must define when each machine OPERATION In needed In terms of starting, runmng and stopping
We may propose that TIE, CIO, F defiCiencies are

• TIE or CIO Signal doesn't eXist,

• TIE or CIO signal IS short cIrcUited, particularly If a feedback loop IS used,

• TIE or CIO SIgnal eXIsts, but IS not detectable because of being

- too soonltoo late,

too largeltoo small,

too fast/too slow,

constant,

• TIE or CIO deVice IS

inoperative,

adjusted too sensitive or not sensitive enough,

out of position,

• F Signal doesn't eXIst

• F Signal path IS Interrupted or broken,

• F Signal goes to the wrong place

These are all "POSSIBLE CAUSES" of problems

I KNOWN VARIATIONS IN MACHINE PROCESSES I
We mIght want to note that once we have a machIne that IS known to function properly, we Will
seldom find defiCienCIes In the machIne process It Will more often be that the defiCiency eXists
wrthln INPUTS, TIE, C/O, F orthe human operatorwho failed to follow proper operating procedures
"Bad" machines usually present themselves pretty clearly WIth plagues of problems Therefore, we
WIll want to look to other elements than the process Itself for our CAUSES However, there are
predictable vanatlons In PROCESS that eXIst We may propose that PROCESS defiCienCies are

• The wrong machine (Without the capabilities that are needed), damaged or broken,
worn,

• adjusted out of specifications out of synchrOnization or out of alignment

• machine parts or components of the wrong specification

These are all "POSSIBLE CAUSES" of problems
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IDECIDE I •
The Decide Stage consists of four steps

9 OBJECTIVES

It IS not possible to come up with "perfect" solutions to very many problems Sometimes,
we are lucky even to come close to the target Of course, It helps to know where the target
IS The clearer the target IS, the more likely we can make decIsIons and choose actions that
will get us there This IS the pnnclple that explaIns the "ObJectives" step of PSP Simply
stated, It means that the specific end results of the cure are estabhshed before any search
for the parts of the cure IS undertaken

There are two terms used to descnbe Objectives 1) End Objectives and 2 ) Auxiliary
Objectives To be sure we understand what they mean, let's use a familiar example to
explain

All of us have probably used a road map When asked how we use a road
map, we usually will answer that we have to know where we are, where we
are gOing, and then decide which route to get there Well, when we are
deciding where we are gOing, we are deciding the end objective Suppose
I am In Cincinnati and I want to get to Santa Fe, New MeXICO to ViSit a fnend
Santa Fe IS my end obJecbve, that's where I want to be as a result of my
tnp With that In mind, I can look at the map to pick a route How many
different pOSSible routes do you suppose there are? Probably thousands
Which one willi choose? Well, It depends It depends upon what I want to
accomplish along the way

Things Iwant to accomplish along the way are auxIliary objectives They •
may not be as Important as the end objective, but they can Influence my
chOice of routes For Instance, If Iwant to also stop to see relatives In Denver,
It will affect the route If I want to see the Grand Canyon, It will affect route,
time, and costs If my son IS statIoned at White Sands and wants me to stop
by, It Will affect route, time, costs and feelings Whatever I deCIde my
aUXIliary Objectives are will have a big Impact on how I go on my tnp to Santa
Fe Of course, my deCISions will also be based on constraints like how much
time I have, how much money I have, and what the other people have to
say who are affected by my objectives

In defining Objectives we are determining the end results that we want to achieve We are
developing a picture of what we would like to accomplish with our solution

In many Instances of solVing problems, a compromise solution IS reqUired By setting
objectives at the outset, we can more easily make distinctions between the nght compro
mise and the wrong compromise By setting the nght objectives, we prevent the pOSSibility
of settling for less than we should Objectives also proVide a sound baSIS for the deCISions
we will make while developing and selecting alternative solutions In addition, the determi
nation of objectives helps resolve differences when several people are Involved In a
diSCUSSion Furthermore, objectives will help prevent biases or prejudices that someone
may have toward vanous alternatives

How can we define obJectIves? The first thing we can do IS to define the results that we
want to see from any solution We need to descnbe what we want to see as the end results
and what we want to aVOid as consequences ThiS descnptlon Will help others choose the
better alternatives We can also test our objectives to see that they are vahd and practical
We do thiS by answenng these questions

•
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• Are the Objectives Related to the C/E?

Does each objective pertain to the C/E of the problem situation we are addressing?
(If not, the objective should not be Included)

• Is the auxIliary objective desirable

Will the additional effort or Investment make the task too great? rNe don't want to
Include It If the effort to attain the auxIliary objective IS greater than the effort to attain
the end obJective)

• Are The Objectives Wlthm Our Control or Influence?

Here we are asking If we have the authonty to act to accomplish the objectives we
are after, or If we can Influence others to take action If an objective IS outside of
our control or Influence, we should not Include It

10 CONSTRAINTS

Possible constraints are so Significant to Problem-Solving that they need attention there
fore, we want to

- Identify Constraints

- Compare Constraints to objectives to see If Objectives must be eliminated

- Challenge the Constraint If It IS not compatible with the Objectives (Is It real or
Imaginary?)

- Remove or Overcome the Constraint, If pOSSible

Then and only then, we conSider

- Altenng or modifying the objectives so the constraints no longer have an effect

- Drop the objectives If the challenge of a constraint IS real, can't be removed, or
the Objectives can't be modified

We Identify and handle constraints as follows

• Are There Any Known SpeCifications that Affect the Objectives?

In many Instances, there are specifications such as SIZe, time, phySical charac
tenstlcs, and equipment options that will have a beanng on objectives their Impact
can be substantial We will want to Include any specs or standards that we know
about that solutions will have to meet

• Are There Any Constramts Which Affect ObJectives?

Constraints are those things which might hinder, limit oreven eliminate an objective
Constraints are such things as cost, shortage ofmatenals, lack ofskilled personnel,
time, mechanical ortechnical limitations We may have discovered constraints when
we were testing pOSSible causes RecogniZing constraints at thiS POint will keep us
from pursuing objectives that can t be reached or are too Impractical to attain

• Conversion

Add the speCifications and constraints, stated as objectives

• Importance

If pOSSible, we may want to rank the objectives In order of Importance ThiS forces
us to conSider the relative value of each one and helps others, later, deCide what
they can and cannot compromise when they conSIder alternatives
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•11 ALTERNATIVES

Alternatives are the possIble types of action which might be taken to resolve a problem
situation Just like In our mental tnp to Santa Fe, our problems have numerous possible
solutions By deliberately developing a number ofalternatives In this step, even those which
at first glance do not look promising, we can stimulate creativity It helps remove mental
blinders It Increases the likelihood that a better solution will be found

What can we do? There are three things we can do In deCiding the solution to our problems

a List

First of all, we can list the possible solutions we think of In this listing, we attempt to
make no distinctions as to practicality, workabllrty, or Importance of alternatives We
don't want to qualify the alternatives, as we list them, since this tends to bog us down
and often prevents Ideas from seeing the light of day That type of screening can be
done later

b Clanfy

Once our alternatives are listed, we can then go over them to see If any should be
expanded to make sure an alternative IS complete, or restated If not completely clear

c Combme

We should then combine our Ideas as clear sets or options for conSideration In the
deCISion step

12 SELECTION

In this step of the DECIDE stage, we use a process that will help select the alternative that •
IS most likely to produce optimum results

a Screen Alternatives

It begins with "screemng" the alternatIVes Generally speaking, a few alternatives will
usually emerge as the more promising Screening means takIng a fairly qUick look at
the alternatives to see If any should be eliminated There are three screens conSidered
If an alternative doesn't pass the ·'screen,II It IS discarded

• Objectives Screen

Does the alternative contnbute to obJectIVes?

• Specifications Screen

Can the alternative meet the reqUired specifications?

• Constramts Screen

Will the alternative be pOSSible In view of constraints?

If an alternatrve will not clearly meet the above questions, It Will be removed from
conSideration If an alternative does satisfy the screening questions, at least partially
or to a reasonable degree, It IS left In for further evaluation

b Evaluate Alternatives

After screemng comes evaluation Evaluation Involves companng and combining
alternatives to come up With the "best solution under the circumstances"

• Pro-Con Evaluation

ThiS IS used when the problem IS not complex and there are a limited number of •
objectives and alternatives to conSider Keeping the Objectives In mind, It Involves
listing the pros and cons of each alternatIve The alternative, which on the balance
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gives the greater advantages over disadvantages, IS selected Such things as
finances human resources, matenals, time. effort to Implement and maintain,
Impact on other operations, side effects, consequences of a wrong solution. and
probability of success are considered

• Cost-Benefit Evaluation

In some problem situations a large number of quantitative factors have to be
considered It IS difficult to make meamngful compansons Therefore, a matrix tool
IS used to list the altematlves, estimated costs, potential gains and losses, and the
probable gains and losses for each Then the alternative IS selected which will
provide the greatest probable gain against the projected costs

• ObJectlves-Solutlon Evaluation

In problem situations In which there are many qualitative factors to conSider and
the P-C IS madequate for analySIS, O-S analySIS IS used It IS a more complex
method that mvolves ''weighing'' the factors that are Important In the decIsion

There are two steps In selectmg alternatives

1 In the screening, we make sure we have already screened out any
alternatives that won't meet our needs

2 In the evaluation, we provide a record of all of the advantages and
disadvantages, benefits and costs. or potential gains and losses that we know
about Mostly, this means being honest with ourselves about the pluses and the
minuses of any Ideas we have for solutions
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IPROGRAM I
The selection of an alternative makes many people feel that a burden has been lifted from their
shoulders and that they are home free They are relieved at reaching a decIsion However, In many
Instances, the remaining steps of ImplementIng the solution and checking to see If It has solved
the problem are of equal Importance In fact, a good solution may fall to achIeve optimum results
because attentIon was not given to "Programming the Solution" The Program stage follows a
logical sequence of steps By mentally pursuing this sequence, we can help aVOId many errors
that often are made In getting the cure In place

13 PLAN

Planning means determining what has to be done, who will do It, what resources are
needed, when and where the solution will be Implemented, and how Itwill be Implemented
(Why IS provIded by the obJectIves) Planning IS thanking things through before actIon
actually commences We may find it necessary to re-examine objectives or alternatives
while dOIng thiS stage Additional InformatIon or conditions that were not perceived earlier
may come to hght The Problem-Solving Process IS not a ngld process but a dynamiC one
It IS not unusual for us to have to go back and forth through the process

a Sequence

There are several pOInts to conSider In developIng a logIcal sequence

• What actions wIll be needed?

• What are the key steps?

• What time, machines, tools, equipment, matenal, supplies and skills will be needed?

• What procedures, draWings and specificatIons wIll be needed?

So, perform the follOWing tasks from your answers

• Make a list of the action steps In a logIcal sequence WIth IndIcation of whIch of the
steps appear to be the key ones In Implementing the solution

• Identify the resources which Will be requIred to complete the action steps

• Prepare a schedule whIch defines when each of the steps WIll be completed

• Schedule and develop any new wntten procedures or poliCIes that are requIred with
the actIon steps

b Contingencies

The Idea behInd contIngency planning IS to look ahead to see what mIght hinder
Implementation of the solutIon Then make plans to remove the obstacles, or reduce
theIr effects Back-up plans are often worth the effort It takes to develop them Ifwe do
not examine or prepare for contingencies, we Will have to knowingly accept the
responsIbility of something gOIng wrong that we knew could go wrong

• Are there any competIng key events taking place that Will affect the scheduling of
a plan?

• Where are problems likely to anse, based on our past expenence?

• What negative effects might be caused by Implementing the solution and where
might these occur?

• What can be Included In the action plan to prevent or minimiZe the Impactofpotential
obstacles?

• What back-up plans or arrangements are worth our spending time to develop?
(Where are the risks really senous?)
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c Checkpomts

Checkpoints tell how plans are progressing at appropnate places and times Ideally,
they give early warmng of vanances while there IS stili time to take corrective action
We Will develop these checkpoints dunng the planning step The plan should Include
what to check, where to check It, when to check It, and how to check It All of these
Items need to be spelled out before Implementation begins

• What are the cntlcal steps In the plan that we must watCh, ones where failures can
have a major effect?

• What methods should we develop for momtonng progress ofthe Implementation of
the plan? 0Ne may know these from our tests of possible causes)

14 ASSIGN =

The successful Implementation of a plan often depends on our giVing the nght assignments
to the nght people and In our commumcatlng the assignments effectively There are usually
a number of things that we know that Will be very Important to anyone Involved In the plan
We Will help Insure complete and accurate plans If we Will share any answers that we have
to the follOWing questions

• What responsibilities should be given to which people, In Implementing the plan?

• What authonty Will each person require to act?

• What knowledge or skill Will people require?

• Is training necessary for people to handle their responsibilities properly?

Quite often, our passing along what we know can make the difference that makes plans
successful

• Clanfy, confirm and coordinate assignments

• Clanfy the authonty the work relationships and the initiative of the people Involved,
the key areas to watch, and the progress reports that we reqUire

15 IMPLEMENT (THE PLAN)

In the Plannln~ step, we are attempting to look ahead to everything that we need to do In
the Implementing step, we put the plan Into action There are several things that we must
do

In many Instances, we are the ones who will Implement the solution and we may have been
Involved In ItS determination We know the situation, and the task of Implementing IS merely
beginning the who will do what and when actions of the plan In other Instances, a greater
coordination effort IS reqUired We may have to

• Expedite actions as scheduled In the plan

• Coordinate when modifications of the plan need to be made and when contingency
plans should be employed

Follow-up IS a key functton Someone has to

• MOnitor progress check those things that we had planned to check

• Make sure that the recording and reportmg of progress are takmg place as planned

We will likely make some adjustments or modifications to the plan to make It work

Here, someone IS responsible to

• Examine the Situation when variances arise

• Take corrective action
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- This mIght be a modification or adjustment to the plan or It may be turning to
contmgency plans

• Check to see that the corrective actIon or contIngency plan IS workIng

Implementation works best rfwe Will do these thIngs

• Make sure that everyone understands the "5 Ws and the H" about any work
assignment, that IS

Who IS to DO what, when, where, why and hoW;

- Who IS to REPORT what, when, where, why and how

If anyone does not understand, we need to provide clarification

• Check the things we are supposed to check by paymg close attention to the
observable EFFECTS of our actions (In the same way we would examIne problems
or test possible causes)

• For each problem that comes up In Implementing the solution, handle It

- according to the contingency plan that was made,

- or, according to the prOblem-solving process

16 EVALUATE (THE SOLUTION)

The last step of the problem-solvln9. process IS for evaluating the effectIveness of the
solutton SometImes a solutIon, despite our best effort, does not work or does not produce
the required results We may need to make some adjustment or come up With a new
solution

If anticIpated results have been achieved by the solution, we have no need to mOnitor It
further We Will not spend any more tIme on It than necessary If documentation has been
made, we can summanze It and place It In the file for future reference The mformat/on may
be useful In handling other problems

At times, results may be better than we expected We then try to dIscover why, since
thiS Information might have application elsewhere

If anticIpated results have not been achieved, someone should

• See If some adaptron, modIficatIon, or fine tUning of the solution WIll obtaIn the
results we seek

• Try an alternative Identrfied earlier In the process

• Take a new direction, whIch amounts to gOing back through the process from the
beginning

The most Important thing that we can do for evaluation IS the thing that has been mentroned
several times we can record and/or report our actions and our progress along the way
If we have made good records of the process, the track record IS already m place ThIS
makes It very easy to use the mformatlon for the investigation of future problems or for
establishing a new SOP for handling routine and repetitive situations

CONCLUSION

The problem-solving process IS pnmanly a mental process that reqUires our concentratIon and
effort It's hard work, but work that has a payoff There are tImes when we may Intuitively and
qUIckly come up WIth bnlilant solutIons However for the most part, we develop good solutions to
problems that were not encountered preViously by uSing a systematic approach When we have
developed the structured problem-solving approach as a mental habit, we will see that our
analytIcal abilitIes have Increased
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TWO WAYS TEAMS WILL RESPOND

STAGES OF WHAT TO DO IF WHAT TO DO IF
PROBLEM YOU

YOU KNOW THE
SOLVING

ANSWERS
DON'T KNOW

PROCESS THE ANSWERS

+-

(IDENTIFY)
1. Accurately 1. Decide where

record the you can get the
answers, In detail answers (I e who

What is the

~
has mput)

problem? t
2. Decide how you

2. Accurately will gather the Input
(ANALYZE) report the answers from those Involved

In the format that IS t
What IS the

appropnate for 3 Gather the Input
your team tcause or reason?

~
4. Compile the

Information

( DECIDE)
t

3. Upon approval, 5. Analyze the
communicate the information to gain

What should be deCISion and plan answers to the
done about the to all persons questions

situation? who are Involved m t
or affected by the 6. Use your

plan analysIs to

(PROGRAM) ~
complete the

process
t

How will the 4. Participate In 7. Now that you
solution be Implementing and know, complete

implemented and following up as those f;r steps
evaluated? planned
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ITEAM APPLICATION of IDENTIFY I
If your team IS responsible for Identlfymg problems, follow these specific steps

1 Establish the area In which you will Identify problems, such as

• DIvIsion or Department

• Location

• ResponSibilities of a Job

• A piece of equipment

• A specific procedure or form

2 Decide If BENCHMARKING IS desired (Is someone else good enough In thiS area to be
used as an example? If so, go learn from them)

3 BRAINSTORMIBRAINWRITE what the people Involved believe the problems to be In
each bralnstormlbralnwnte seSSion, be sure to specify the area clearly so people have a
clear focus for their efforts

4 If you are not sure of whether you have problems or not, develop the desired state by one
of these three methods

• CHECKSHEET

Establish, by brainstorm or bralnwnte, exactly what an Ideal situation would be like
OrganIZe It Into a CHECKSHEET Go collect data from the Job, With the CHECK-
SHEET Compile the CHECKSHEETS to determine If there are any problems and •
to determine their scope

• OPERATIONAL DEFINITIONS, plus

• PSTP WORKSHEET

Take a PSTP WORKSHEET and enter one of the tasks Involved Complete the
top ofthe worksheet by analyzing the task to determine all Resources and Sources
as well as all Results and Users

Then, Involve the Process Owner (whoever does the task) with the Source and/or
User to establish

- Resource ReqUirements

- Result ReqUirements

Use the eight OPERATIONAL DEFINITION categones as gUidelines to establish
"customer" requirements for both Resources and Results

Finally, compare the Resource and Result ReqUirements to the actual Job situation
and list every area that IS not what It should be

5 After you have developed a list of problem areas, combine and clanfy them until you're
satisfied that you have clear and distinct problem statements for each

6 If there are 15 or less Items, RANK ORDER or WEIGHT them by Importance

7 If there are more than 15, use MULTI-VOTING to put the list Into pnonty

•
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8 You may substrtute the NOMINAL GROUP TECHNIQUE for Steps 3-7 If the group IS not
cooperating well, IS not focusIng clearly on the area, or IS too argumentative for group
processes

9 Ifyou are unable to reach agreement on problem statements on the Issues and, therefore,
unable to decIde Importance, use the ISSUE IDENTIFICATION process Problems are
Issues

10 Use ISSUE IDENTIFICATION to deterrmne who IS Involved (stakeholders) In each Issue
Issues are problems

11 Identify the pnonty of all problems or Issues

12 Select the top pnonty problem or Issue

13 Involve the appropnate people or their representatives

14 USIng an 1- P - 0 WORKSHEET or PSP WORKSHEET or other documentIng method,
record an accurate Descnptlon of the problem or Issue

15 Reach CONSENSUS on the best Descnptlon of the Issue or problem you can amve at
Be sure to address all five categones of questIons In the Description

-----I TEAMJ\PPi.:.ICATlONof ANAtYZE-BA I
1 Use BRAINSTORM/BRAINWRITE to get team members to Identify all of the Differences

between the problem srtuatlon and other sItuations, uSing BA Step 5

2 Use BRAINSTORM/BRAINWRITE to get team members to list all possible CAUSES for
the EFFECTS listed In Descnptlon and Differences It may be helpful to use the PSP
WORKSHEET to keep track of all EFFECTS and CAUSES and to ensure that all are
accounted for

3 Ifyou cannot IdenttfyCAUSES forall EFFECTS, you may haveto use othertools, as follows

• etE DIAGRAMS

Construct a CIE DIAGRAM with backbone and major categones Then, BRAIN
STORM/BRAINWRITE specIfic CAUSES and wnte them Into the appropnate
category It may be necessary to use a separate C/E DIAGRAM for each major
EFFECT

• CONTROL CHARTS

• SeATIER DIAGRAMS

• TREND CHARTS

Ifyou cannot find CAUSES It may be necessaryto collect data from theJob situatIon
over a penod of tIme See the specific instructions for domg so

• MORPHOLOGICAL ANALYSIS (Matnx)

If there IS complex data, you may need to arrange rt In matnces m order to analyze
It and determIne relationshIps To do so, claSSify the data Into major categones
Then, subdiVide each category Into an appropnate number of sub-categones
Posrtlon related sub-categones as the axes of a matnx and plug In the data
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For example, to analyze the results of a survey (such as an Employee Opinion •
Survey), use the sub-categones of levels (Manager, Supenntendent, Supervisor
and Bargaining Unrt Employee) as compared to DIVISions Departments orSections

The matnx will Isolate where to look for CAUSES

4 Record all possible CAUSES It IS helpful to use the PSP WORKSHEET

5 Prove that you have a realistiC and probable CAUSE for every EFFECT

6 Remove possible CAUSES that could not have caused all of the EFFECTS or that could
not have eXisted With some of the EFFECTS By a process of elimination, make sure the
remaining CAUSES could have produced all of the EFFECTS

7 Reach CONSENSUS that your data IS reliable and your CAUSES are accurate and
complete

ITEAM APPLICATION of ANALVZE-OA I
1 BRAINSTORM/BRAINWRITE the Elements ofthe task or operation that IS being analyzed

for CAUSE

2 Record the Information on the I - P - 0 WORKSHEET

3 Set the Limits of your search by Isolating your search to the most likely elements Mark
these on your I - P - 0 WORKSHEET

4 If necessary, use the other tools as fisted under TEAM APPLICATION - BA

5 Perform Tests on each possible CAUSE until you find a CAUSE or CAUSES that could
produce all of the DeSirable and Undesirable Charactenstlcs listed on the I - P - 0
WORKSHEET

ITEAM APPLICATION of DECIDE I
•

When It IS time for your team to make DeCISions, follow the DECIDE stage In sequence Use the
Toolsltechmques as follows

1 Make certain that everyone IS clear on the area In which deCISions are to be made If It IS
a particular problem or Issue, restate the problem Descnpbon and CAUSES so the group
has clear focus If It IS a VISION or MISSION or GOAL statement from VISIONING, make
sure that everyone has all of the related statements vIsible

2 BRAINSTORMIBRAINWRITE the Objectives the members of the team or their constitu
encies deSire

• On the PSP WORKSHEET, make sure there IS an ObJectrve for every CAUSE and
EFFECT The Objective may be, "Leave alone, okay as IS "

• On VISIONING, make sure each Objective IS compatible with and a part of the
higher order elements, such as GOALS and MISSION

3 Reach CONSENSUS that the Objectives are stated In the best possible way and that they
are relevant and controllable

4 USing BRAINSTORM/BRAINWRITE, develop a complete list of all Constramts Also use •
"BOX" IDENTIFICATION
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5 Convert each Constramt Into an Objective statement For example, "The project must
be completed within the $21,000 budget II Reach CONSENSUS on all final statements

6 Add all Constramt Objectives to the list of Objectives

7 RANK ORDER or WEIGHT all Objectives

8 USing the Objectives as your focus, BRAINSTORM/BRAINWRITE Alternative solutions
or actions that could be part of the solutrons

9 Continue creating and listing until Alternatives have been Identified to take care of all
Objectives It IS helpful to keep track on a PSP WORKSHEET for problems

10 Combine and clanfy Alternatives Into final sets or statements

11 Screen the Alternatives by the Objectives Eliminate any Alternative that does not
contnbute to an Objective or that IS not possible within the Constramt Objectives

12 If there are a large number of Altematlves, reduce the number by a MULTI-VOTE process
As an alternative, use the NOMINAL GROUP TECHNIQUE, or portions of It Reduce the
number of alternatives to a manageable number before final selection

13 Select the appropnate TOOLSrrECHNIQUES for making the final deCISion

• PRO - CON ANALYSIS

For Simple problems With obvIous advantages and disadvantages among Alterna
tives

• COST - BENEFIT ANALYSIS

For quantitative compansons among Alternatives This method IS not useful If
there are qualitative factors, unless combined With PRO-CON ANALYSIS

• OBJECTIVE - SOLUTION ANALYSIS

Use this method for complex Alternatives With qualitative and quantitative elements
Develop a MORPHOLOGICAL ANALYSIS (Matnx) with the Objectives as one
axiS and the Alternatives as the other

ITEAM APPLICATION of PROGRAM I
When a solution has been deCided upon, It has to be converted Into a plan The plan descnbes

Who,

will do What,

When they Will do It

Where they will do It

Why they are to do It

and How they are to proceed

Then, the plan has to be Implemented and evaluated
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So, If you are Involved In developing a PROGRAM for a decIsion, try to follow these steps •

1 BRAINSTORM/BRAINWRITE all ofthe tasks that are likely to be necessary In the selected
solutIon Answer all of the "5Ws and H" In your team efforts

2 If the tasks are new, or slgmficantly dIfferent from what people are used to dOIng, complete
a JOB ANALYSIS to the appropnate level Job Detallmg will be needed If there are new
procedures

3 Prepare FLOWCHARTS from the JOB ANALYSIS to ensure that the tasks are complete
and that there are no gaps or closed loops m the steps

4 Complete a RESOURCE ANALYSIS to determme and obtam all resources that are
reqUired for the PROGRAM

5 Reach CONSENSUS that the Plan IS complete and IS sufficiently detailed to be commu
mcated to everyone who will be Involved

6 BRAINSTORM/BRAINWRITE who IS to be Involved In ImplementIng the Plan Don't make
assumptIons and don't leave any tasks unassigned

7 If necessary, complete a STRUCTURE ANALYSIS to determine everyone else who WIll
be affected

8 Make certain there IS a good commumcatlon method to get all needed information to
everyone who IS

- Involved,

- affected

9 Monitor Implementation to ensure that everyone IS dOing everything that was Included In •
the Plan

10 Evaluate by collectmg data on what happens ThIS IS Similar to IDENTIFY In the use of
several tools

• CHECKSHEETS

• CONTROL CHARTS

• PARETO CHARTS

• SCATTER DIAGRAMS

• TREND CHARTS

11 Ifyou have to observe performers In the Implementation stage, and you deSire to establish
whether their Jobs are effiCiently deSigned or not, you may need to use WORKFLOW
DIAGRAMS

12 From the data you collect, determIne what IS effectIve and where It IS effective Use
MORPHOLOGICAL ANALYSIS as needed

•
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• IPROCESS RELATIONSHIP TO TOOLSITECHNIQUES I
There are 16 steps In the Problem-solving process There are 31 tools and technrques that may
be used In some cases, the tools or technrques can be used In nearly all of the steps

To help make sense of the relationship the following pages show the tool/technique that you are
likely to find useful at each step In the process

Please note that tools/technrques apply to the numenc steps (1, 2, etc), and not to Just the
sub-Items under each step

To distinguIsh tools from techmques, use the following legend

• Tools (Forms and charts)

IX Technrques (Methods)

•

•
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PROCESS TOOLSITECHNIQUES •
J IDENTIFY I tiSSUE IDENTIFICATION t

1 RECOGNITION J:I Benchmarking

a Undesirable tt Bramstorm/Bralnwnte

b Observable • Checksheets

c DecIsion II Operational Defimtlons

d Statement • PSTP Worksheet

2 PRIORITY II Multi-vote

a Urgency II Nominal Group Techmque

• Critena • Pareto Charts

• Action II Rank Ordering

b Importance J:I Welghtmg

• Sequence J:I Issue Identification •3 INVOLVEMENT II Issue Identification

a. Responsibility Self

• Approval

• Help

• Development

• Others Affected

b Responsibility Others

• Help

4 EFFECTS (DESCRIPTION) J:I Consensus

a What? • I - P - 0 Worksheet

b When? • PSP Worksheet

c. Where?

d Scope?

e What's Okay?

•
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• PROCESS

J ANALYZE (BA) I

TOOLSITECHNIQUES

J BASIC ANALYSIS 1

5 DIFFERENCES D BralnstormlBralnwnte

a Similar

b Experience

c Specifications

d Dimensions

6 CAUSES D Brainstorm/Bralnwrlte

a What? • Cause-Effect Diagrams

b How? • Control Charts

c Why? • Impact Diagram

• Morphological AnalySIS

• • PSP Worksheet

• Scatter Diagrams

• Trend Charts

7. PROVE • PSP Worksheet

a. All

b None

c. Some

8 CHECK • PSP Worksheet

a Venfy D Consensus

b Match

•
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PROCESS TOOLSITECHNIQUES •IANALYZE (OA) I IOPERATIONAL ANALYSIS I
5 ELEMENTS II Brarnstorm/Brarnwnte

a Input • I - P - 0 Worksheet

b Trigger Event

c Process

d Cutoff

e Output

f Feedback

6 LIMITS • I - P - 0 Worksheet

a Source

b Operation

C limits

d Expand •7. CAUSES II Bralnstorm/Bramwnte

a Known • Cause-Effect Diagrams

b Unlikely • Control Charts

C Complex • Morphological AnalysIs

• Scatter Diagrams

• Trend Charts

8. TESTS • I - P - 0 Worksheet

a Tests II Consensus

• Logical

• Measurable

b DecIsions

• Recordrng

• Interpreting

• Concludrng

•
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PROCESS

IDECIDE I
9 OBJECTIVES

a End

b AuxIliary

c Relevance

d Control

10 CONSTRAINTS

a Specifications

b Constraints

c Conversion

d Importance

11 ALTERNATIVES

a List

b Clarify

c Combine

12 SELECTION

a Screen

b Evaluate

• Pro-Con

• Cost-Benefit

• ObJective-Solutlon
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TOOLSITECHNIQUES

IX Bralnstorm/Bralnwrlte

IX Consensus

• PSP Worksheet

IX VIsIoning

IX "Box" Identification

IX Brainstorm/Bralnwnte

IX Consensus

• PSP Worksheet

IX Rank Ordering

IX Weighting

IX Bramstorm/Bramwrlte

• PSP Worksheet

IX Consensus

IX Cost-Benefit Analysis

IX Impact Diagram

IX Morphological AnalysIs

IX Multi-vote

IX Nommal Group Technique

IX ObJective-Solution AnalysIs

• PSP Worksheet
J:l Pro-Con AnalysIs



PROCESS

, PROGRAM'

13 PLAN

a Sequence

b Contingencies

c Checkpoints

14 ASSIGN

a What?

b Who?

• Knowledge

• Authority

• RelatIonships

• Imtlatlve

c When?

15 IMPLEMENT

a Expedite

b Coordinate

c Follow-up

16 EVALUATE

a Success

b Exploit

c. Problem
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TOOLSITECHNIQUES

J:[ Bramstorm/Bralnwnte

• Consensus

• Flowcharts

XI Job AnalysIs

J:[ Resource AnalysIs

XI Bramstorm/Bramwrlte

• Delegation Worksheet

J:[ Structure AnalysIs

• Checksheets

• Control Charts

J:[ Morphological AnalySIS

• Pareto Charts

• Scatter Diagrams

• Trend Charts

• Workflow Diagrams

•
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PSP REPORT FORMAT, WITH SA

IDENTIFY

1 AWARENESS

What IS the problem?

2 PRIORITY

a Is the problem Important enough to solve?

b Why?

3 INVOLVEMENT

a Who has information regarding the problem?

b Who needs to be or IS Involved In handling the problem?

4 EFFECTS (DESCRIPTION)

a What facts do you have?

• WHAT?

• WHEN?

• WHERE?

• SCOPE?

• WHAT'S OKAY?

b How do you accurately state the problem now that you've Identified all the EFFECTS?

ANALYZE

5 DIFFERENCES

a What IS different when EFFECTS of the problem situation are compared to EFFECTS '
of Similar ProJects, Plans, Processes or Practices?

b What IS different when the problem EFFECTS are compared to what you know from
your own education and experience?

c What IS different when the problem EFFECTS are compared to known standards
and/or speCifications?

d. What IS different when the problem EFFECTS are compared to nonnal dimenSions
of the situation?

6 CAUSES

ConSider all three questions as alternate Ideas for your brainstorm

a What mIght have caused the differences?

b How could the differences have been Introduced?

c Why do the differences eXist?

7 PROVE

Which of the probable CAUSES could have produced some or all of the EFFECTS?
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8 CHECK

a Are conclusIons based on sound and rehable eVidence?

b What data must be re-examined or venfied?

c Who can venfy or confirm the mformatlon or re-examine It?

d What does re-examination show?

e What stimulations can be set up to test the probable CAUSES In a low -nsk way?

f What do the tests reveal?

9 Have you accounted for all of the EFFECTS (good and bad) with the CAUSES?

DECIDE

9 OBJECTIVES

a What are the pnmary objectIves that the solutIon must satisfy?

b What auxlhary objectives should be Included?

c Are all listed objectives relevant to the C/E?

10 CONSTRAINTS

a What known specifications must the objectives meet or be compatible WIth?

b Are all listed objectives compatible wrth the specifications?

c What known constraints affect the obJectives?

d Are all listed objectives possible withIn the known constraints?

e Are all listed objectives possible WIthIn your control or Influence?

f If Influence of others IS necessary for any objective, what must be done to achieve the
objective?

9 Wnte the specifications or constraints as additional objectives

Rewnte the screened objectIVes, including constraints, In order of Importance, wrth "absolutely
essential not to be compromised" first, and then all others In declining value or Significance

11 ALTERNATIVES

a What are all of the pOSSible alternatives for solving the problem?

b ReView the alternatives combine, clanfy and expand as necessary

12 SELECTION

a Does each ofthe alternatives contnbute toward achievement ofone or more objectives?

b Does each alternative meet required specifications?

c Does each alternative erther overcome constraints or remain pOSSible within known
constraints?

d What are the remaining alternatives that meet the screening cntena of "a-c"?
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e Which IS the best method or methods of deciding among alternatives?

___ P-C (Pro - Con Evaluation)

___C-B (Cost - Benefit Evaluation)

___ 0-5 (Objective - Solution Evaluabon)

f Show your evaluation of alternatives

PROGRAM

13 PLAN

a What sequence of action steps IS needed?

b What resources are needed?

c What schedule or sequence should be followed?

d Are any wntten policies or procedures needed?

e What might go wrong?

f What can be done to reduce the Impact of possible obstacles or to prevent them?

g What back-up and contingency plans should be prepared to handle the possible
obstacles?

h What are the cntlcal steps In the plan that must be watched carefully?

What procedure will be used to monitor progress dunng Implementation of the plan?

14 ASSIGN

a Who will be Involved In Implementation?

b What authonty levels or responsibility levels must be made expliCit?

c What working relationships must be established or maintained for ImplementatIon?

d What are the methods that will be used for communicating the plans and assignments
to all who are Involved or affected?

15 IMPLEMENT (THE PLAN)

a What kind of feedback IS needed to monitor progress?

b What recording and/or reporting IS needed?

c What IS the method that will be used to Insure that vanances are detected and
corrected?

d How Will you know that Implementation IS complete and IS successful?

16 EVALUATE (THE SOLUTION)

a WhIch antIcipated results (obJectIves) are being achieved?

b Which are not?

c Whynot?

d What IS to be done to correct the solution?
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PSP REPORT FORMAT, WITH OA

IDENTIFY

1 AWARENESS

What IS the problem?

2 PRIORITY

a Is the problem Important enough to solve?

b Why?

3 INVOLVEMENT

a Who has information regarding the problem?

b Who needs to be or IS Involved In handling the problem?

4 EFFECTS (DESCRIPTION)

a What facts do you have?

• WHAT?

• WHEN?

• WHERE?

• SCOPE?

• WHAT'S OKAY?

b How do you accurately state the problem now that you've Identified all the EFFECTS?

ANALYZE

5 ELEMENTS

What elements Will be looked at?

• INPUTS

• PROCESSES

• OUTPUTS

• TRIGGER EVENTS

• CUTOFFS

• FEEDBACK

6 LiMITS

a Where will your investigation go?

b What will be Included In the Investigation (which processes)?

c Why?

7 CAUSES

What might be the CAUSE or CAUSES of the problem?

a Inputs
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b Tngger Events

c Cutoffs

d Processes Themselves

8 TEST

a What will be done to test each possible CAUSE?

b Why?

C How?

(Arrange Tests In the order they Will be performed)

d Have you accounted for all of the EFFECTS (good and bad) With the CAUSES?

DECIDE

9 OBJECTIVES

a What are the pnmary objectives that the solution must satisfy?

b What auxIliary objectives should be Included?

cAre all listed objectives relevant to the CtE?

10 CONSTRAINTS

a What known specifications must the objectives meet or be compatible with?

bAre all listed objectives compatible with the specifications?

c What known constraints affect the objectives?

d Are all listed objectives possible Within the known constraints?

e. Are all listed objectives possible within your control or mfluence?)

f If Influence of others IS necessary for any objective, what must be done to achieve the
objective?

9 Wnte the specifications or constraints as additional objectives

Rewrite the screened obJectives, Ineludlng constramts, In order of Importance, with "absolutely
essential not to be compromised" first, and then all others In decllmng value or significance

11 ALTERNATIVES

a What are all of the possible alternatives for solving the problem?

b ReView the alternatives combine, clanfy and expand as necessary

12 SELECTION

a Does each ofthe alternatives contnbute toward achievement ofone ormore obJectives?

b Does each alternative meet required specifications?

c Does each alternative either overcome constraints or remain possible wlthm known
constraints?

d What are the remalnmg alternatives that meet the screemng cntena of "a-c"?
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e Which IS the best method or methods of deciding among alternatives?

___ P-C (Pro - Con Evaluation)

___ C-B (Cost - Benefit Evaluation)

___ O-S (Objective - Solution Evaluation)

f Show your evaluation of alternatives

PROGRAM

13 PLAN

a What sequence of action steps IS needed?

b What resources are needed?

c What schedule or sequence should be followed?

d Are any wntten policies or procedures needed?

e What might go wrong?

f What can be done to reduce the Impact of pOSSible obstacles or to prevent them?

9 What back-up and contingency plans should be prepared to handle the pOSSIble
obstacles?

h What are the cntlcal steps In the plan that must be watched carefully?

What procedure wIll be used to monitor progress dunng Implementation of the plan?

14 ASSIGN

a Who Will be Involved In Implementation?

b What authonty levels or responsibility levels must be made expliCit?

c What working relationships must be established or maintained for Implementation?

d What are the methods that will be used for commumcatlng the plans and assignments
to all who are Involved or affected?

15 IMPLEMENT (THE PLAN)

a What kind of feedback IS needed to monrtor progress?

b What recording and/or reporting IS needed?

c What IS the method that will be used to Insure that vanances are detected and
corrected?

d How will you know that Implementation IS complete and IS successful?

16. EVALUATE (THE SOLUTION)

a Which antiCipated results (obJectives) are being achieved?

b Which are not?

c Why not?

d What IS to be done to correct the solution?
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IBENCHMARKING I
Benchmarking IS a process of setting Improvement targets for the Problem-SolvIng Process based
on the Industry's best practices The best present and future levels that can be Identified become
the targets for future standards of performance

Identify a Comparative Organization which seems
to be able to do the same thmgs well

Determine the Data Collection Method you Will use
and Collect Data on how they do It

Determme Current or Trend Gap Between
Their Practices or Procedures and Yours

establish Objectives and Goals
to Correct the Gaps

Use the Problem-Solving Process to Identify why you are
different and what you should do about It

IRecycle Conbnuously I
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• I"BOX" IDENTIFICATION I
(Idea Not Okay)

PEOPLE

The Boundaries

( Idea Not Oka~

$$$$$ ( IDEA OK)

and the Limits

TIME

POLICY, PROCEDURES

The Idea of Identifying the "box" IS to recognIZe the reality of constraints that are Imposed on our
solutions, over which we have no control Obviously, Ifwe can negotiate and alter the constraints,
we will do so Ifwe can't, we have to make sure that any solution we deCIde upon IS possible within
the constraints

Normally, there are four types of constraints

• MONEY

There are limited dollars budgeted, allocated or available We must select solutions
we can afford

• PEOPLE

Human resources are almost always limited We have to deCide upon solutions
that are possible within the people and capabilities we have available

• TIME

There are deadlines, due dates and scheduled tlmeframes that our solutions must
meet

• POLICY, PROCEDURES

There are laws statutes regulations specIfications poltcles rules procedures,
methods, contracts and other cntena which Impose limItations on our solutions It
IS up to us to deCIde upon solutions that are safe acceptable, moral ethIcal and
legal

The four types of constraints serve to define a "box" of boundanes and limits If our solutions fit
WIthin these limits, they are okay If they are outside the limits, they are not okay

•

•

( Idea Not Oka~ ( Idea Not Oka~
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IBRAINSTORM/BRAINWRITE I
QUite often, In the process of JOint problem-solving, It IS necessary to use one another's unique
perspectives on a situation It IS Important that we understand good techniques for involving
people We have several occasions for getting people to share their Views, Ideas, OpiniOnS,
expenence, perceptions and feelings about a situation For example, we need the Involvement of
others whenever we are

• Completing Job Analyses

• Defining Result (Customer) ReqUirements

• Defining Resource Requirements

• EstablIshing Measurement Techniques

• Identifying Problems

• AnalYZing The Causes of Problems

• Creating Alternatives for DeCISions and Solutions

• Planmng and Implementing Solutions

Whenever we want others to be Involved, we should remember four pnnclples

1 PEOPLE DO NOT LIKE TO HAVE THEIR INPUT CRITICIZED OR JUDGED ARBITRARILY

Therefore, we want to deferJudgment until we get all Ideas or views out

2 WE TEND TO LIMIT OURSELVES TO IDEAS AND VIEWS WE HAVE EXPERIENCED

Therefore, we need to open up to give ourselves freedom to search for new, creative
or dIfferent Input It IS easily proven that quantity breeds quality, the more Ideas or
perspectives we get out, the more likely It IS we will achieve a better understanding and/or
a better solution

3 WE CAN'T VIEW AND DISCUSS ITEMS THAT ARE NOT READILY VISIBLE TO EVERYONE

Therefore, we must make all Input from people VISible and readable

4 WE WANT TO USE BOTH FORMS OF PEOPLE'S IMAGINATIONS

• REPRODUCTIVE (from expenence)

• CREATIVE (never expenenced)

Therefore, we budd upon Ideas or Input from others by shOWing vanatlons and by creating
"spinoff' or "pIggyback" Ideas

The process of getting people to open up IS referred to as BRAINSTORMING or BRAIN
WRITING
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• BRAINSTORMING

Bramstonmng IS a group process m which one or two "recorders" wnte down all Ideas on
a board or easels so everyone can see them Bramstorrmng works well m small groups
where everyone has enough "air time" and people don't have to ''wart m line" with their
Ideas

BRAINWRITING

In bramwrltmg, everyone participates at all times Each person records hlslher own Ideas
on a sheet of paper or an easel sheet Then, after a few mmutes of IndiVidual bramwntmg,
participants exchange papers

There are two basIc ways to do this

• Put papers mto a pool where anyone can reach for one when ready

• Exchange papers In some systematic rotation

The cycle of pooVrotatlon IS repeated several times so that everyone sees and adds to
several other peoples' Ideas Each time a person gets a new paper, he/she wntes all new
Ideas onto It, Including Ideas he/she may have seen on other papers To conclude, the
group may develop a composrte list to ensure that good Ideas are not lost

CONCLUSION

Begm any bramstormlbralnwnte by defining, clearly, the area In which you need Input or Ideas
Make sure everyone knows the focus for the effort

•

•

GROUNDRULES
Whenever we use one or more other persons to gather mput, information, OpiniOnS, needs, Views,
Ideas or expenences, we must establish these groundrules to be followed by everyone Involved

1 NO CRITICISM OR JUDGMENT IS ALLOWEDI

ftJIJe can always Judge or evaluate later)

2 ALL IDEAS AND VIEWS ARE DESIREDI

(Anything goes, even "strange" Ideas often produce or tngger "quality" Ideas)

3 QUANTllY IF NEEDED FROM ALL!

(On average, each indIVIdual generates one third of a group's results, If given a chance )

4 BUILD ON OTHER PEOPLE S IDEAS

(When someone else's Idea causes you to think of a vanatlon or combmatlon, get rt out
and wntten down)

5 DOCUMENT ALL IDEAS IN A VISIBLE WAY

(You can't do #41f you can't see others Ideas)
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BOLTS OF LIGHTNING

FOR A BRAINSTORMIBRAINWRITE
Do not limit yourself In quantity In any way

- Vary the quantity from none to zillions

- Vary the size from miniature to massive

Do not limit yourself to experienced appearance

- Vary size

- Vary shape

- Vary composItion

Do not limit yourself to present wholeness

- Break It Into ItS components

- Consider components Individually

- Consider new combinations

Do not limit yourself to present environments

- Change perspectives

Change locations

Change direction of view

Change geographlcs

Change climate or conditions

Change surroundmgs
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• ICAUSE-EFFECT DIAGRAMS I
A cause-effect diagram IS used to convert a brainstorm of possible causes Into classifications of
possible causes It also assists In further bralnstorrmng The C/E diagram IS also called "fishbone"
because of Its shape and "Ishikawa" because of Its Inventor

To construct a CIE diagram, you put In the EFFECTS and the backbone Then, you add major
cause categories off the backbone After the major cause categones are In place. Identify
specific possible causes It IS not necessary to label the parts as we've done here

Major categories

•
Backbone

EFFECTS

Specific/+'--------

•

An example, with some typical categones, IS shown on the next page
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•Too Cold

Drained Battery

Dead Batte

Damp

Dirty Air Filter

Starter Bad

Fuel
Injection
Broke

IPROCEDURES I

Carburetor

Dust In

CAR
--------------~-----~---...... WONT

START

•
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ICHECKSHEETS I
Checksheets are forms that are deSigned for specific situations In order to collect data They
Involve, most often, the recording of subjective data They may Include diagrams If the person
uSing the checksheet IS to record location data

Here IS a subjective checksheet for monrtonng how well a new clerk handles the telephone-an
swenng task

ISample Telephone Answering I
Picked up before fourth ring

Identified company name

Identified self and department

Asked caller questions

Name

Organization

Phone Number

Message

Recorded mformatlon on phone pad.

Name

Organization

Phone Number

Message

Call back protocol

Courteous manner

Greetmg Hello or Good Morning, Afternoon, etc

Pleasant Tone

Salutation Goodbye, etc

Answered caller questions

Delivered phone message to proper place

Recorded date

Recorded time
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ICONSENSUS I •
It IS one thing to create a bunch of InterestIng Ideas and opInions It IS something else to screen.
evaluate. combIne and restate Ideas Into practIcal alternatives or solutIons

How does a team make decIsIons about thIngs?

1 DECISIONS BY THOSE IN AUTHORITY

Sometimes, we tum to those who have "position power" We let them decide for the group
In matters of polley, this IS usually an appropnate way to proceed

2 DECISIONS BY THOSE WHO KNOW

Often. we rely on people with specialized knowledge or relevant expenence As long as
the person IS a credIble, believable expert In a partIcular deCISion area, It IS appropnate for
us to have decIsions made by knowledgeable people (ThIS IS a key reason for InvolVing
customers In determining theIr own needs and for InvolVing process owners In every aspect
of Improvement affecting theIr processes)

3 COMBINED DECISIONS AMONG TEAMMATES

There are times that deCISions need to be made. but are not policy (authonty) and the
answer Isn't clearly the result of a speCIalist's knowledge or expenence In these cases.
we use a group process called consensus We define It as follows

CONSENSUS IS a group deCISion In which

• everyone has had a fair chance to Influence the deCISion,

• everyone agrees on the conditions or circumstances of the deCISion, •

• everyone agrees on an alternative or solution that IS chosen because It IS THE BEST
ONE UNDER THE CIRCUMSTANCES

We should not confuse consensus with deCISIons by mlnonty (vocal or dominating few),
deCISions by maJonty (popular vote, democracy. etc) or unanimous consent (everybody
likes It)

We should also not confuse consensus with feelings The "best deCISion under the
circumstances" may not be liked by anyone In the group, or It may be loved by everyone
"liking" or ''feeling good about" are not conditions of consensus

USE CONSENSUS WHEN ..
• It IS not a clear-cut matter of law, sCience or unchangeable policy

• It IS not the subject of expenence (trying to recount what already happened)

• It Involves two or more people With different views. Ideas or opinions

• It deals With uncertainty. such as forecasting or predicting future Impact

• It Involves Interdependence between people

• Acceptance and commitment are deSired from the persons Involved

•
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• GROUNDRULES
A CONSENSUS decIsion IS a decIsion In which all group members have had a fair opportumty
to Influence the deCISion and all agree that It IS the best decIsion under the circumstances In
other words, based on what IS known, the group agrees that It has done Its best, all group members
agree to this "best choice among available alternatives "

CAUTION AVOID ARGUING FOR YOUR OWN VIEW!

1 Present your view In a logical manner

2 Follow the "Rational Persuasion" groundrules

3 Listen to all other views and rationale

4 Learn from all other people and theIr views

5 Reconsider your ongmal views m light of what you've learned

CAUTION AVOID ADOPTING A WIN-LOSE STANCE'

6 Break deadlocks and stalemates by consldenng alternatives

• alternative views or combinations of Views,

• alternative cnterla of selection,

• an alternate process or method,

• alternative solutions or vanatlons on solutions

• CAUTION AVOID AGREEMENT WITHOUT SUBSTANCE'

7 Explore the reasons for agreements

8 Seek out differences of view

CAUTION AVOID CONFLICT-AVOIDANCE TECHNIQUES'
(e g Majonty voting, averaging, fllppmg coms, trading, etc)

9 Involve everyone In the process

10 Ask/poll each person for Input/views

CAUTION AVOID DOMINATlON AND SUBMISSION

11 Challenge any unsubstantiated mput/vlew

12 Challenge domineering or submissive behavIors of others

13 Yield only to "Rational PersuasIon"

14 Agree only for Similar or complementary reasons

•
73



RATIONAL PERSUASION
In participative efforts, each person has a position to protect and present Your posItion IS your
perceptions, Views, Ideas, opinions and Interests You are more hkelyto get others to understand
and accept your position If you present your posItion In a format that Includes

1 CLAIM or STATEMENT

• what you beheve IS fact or substance

2 DATA or SOURCE

• where you got your claim or statement,

• what eVidence you have

•

3 WARRANTS

• why others should beheve or accept It,

• the rules, pnnclples or premises you used to draw conclusions or accept data

logiC,

- statistical data,

- survey results,

- valid samples, •

- etc

4 REBUTTAL-

• what may cause your claim not to be as stated

- limitations,

- qualifiers,

assessing the plausibility

• other possible interpretations or conclusions

Most people do fairly well at the first three steps They are persuasIVe, but they do not create trust
and they do not develop commitment from others To be fair, we have to objectively descnbe our
own position by all of ItS advantages and disadvantages

•
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CONVEYING VIEWS
Whenever you have feelings, emotions, Ideas, OpiniOnS, views or perceptions about the relation
ships or processes In the group, follow these steps

1 Be explicit about what's gorng on inside you, label your feelings or opinions ("I'm feeling
", "I believe ")

2 Talk With feeling, consciously, while keepmg control, send congruent messages

• Establish eye contact

• Control vOice pitch (low)

• Control vOice tone (feelings)

• Control vOice rate (slow)

• Enunciate

3 Be specific about your emotions, your OpiniOnS, your feelings

• When they occurred

• Likely cause or tngger-event

• Relevant arcumstances

4 AVOid blame, use A-B-c pnnclpte

Actions or situations and events do not produce Consequential feehngs

Actions, filtered by Beliefs or expectations, produce Consequential feelings

Therefore, Identify your Beliefs or expectations, mstead of blammg Actions, situations
or events

5 Check It out with others ("So, how do you feel?")

6 Provide an alternative for resolving feelings (e g "Could we use the checklist to aVOid
these diversions?")

7 BUild upon constructive feelings (e g "I feel certain we can resolve thiS equitably ")

Self

* Secunty

* Optimism

* Confidence

Others

* Acceptance

* Respect

* Concern

•
In most cases, people who vent their feehngs or emotions Will do so Without steps 6 and 7 As
partiCipants In any JOint problem-solving or team effort, we owe It to ourselves and others to denve
a rational way of deahng With our emotional reality
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F-I-R-M

TO EXPRESS
YOURSELF,

BE F-I.R.M'

HERE IS WHY
AND HOW

F.I.R.M HELPS

TO HELP ANOTHER
GET/TOUT,

GET F-I-R.M!

F=
Descnbe the facts of the

situation clearly Describe
what has happened up to

this POint

These are the facts of the
situation (what has
happened) They help us
to be accurate and they
demonstrate that the best
solutions come from a
rational and logical
approach

F=
Ask for specific, concrete

facts, ask for a descnptlon
of what happened

1=
Express your own Ideas,

opimons, feelings and lor
reactions to the facts

of the situation

These are the feelings
about the situation,
expressed with
ownership We have full
disclosure, and openness
We control and convey
what we think and feel
We level with each other

1=
Ask what their Ideas are
regarding the situation,

ask what they thmk, ask
how they feel, ask for their

concerns

R=
State what the require
ments are (exactly what
you want or need to have
done about the situation)

These are expectations
and solutions for the
situation (what needs to
happen) This IS where
we make It expliCit WHO
should do WHAT about
the situation WHEN and
HOW they are to do It

R=
Ask for their

requirements, ask for their
solutions, ask what they
think needs to be done

M=
Ask for their motives, ask
how It might benefit them,

ask what they stand to gain
Ask them ''Why?''

These are the values and
benefits of dOing "R"
This IS where we make It
matter by demonstrating
the benefits and/or
consequences of the
so~utlon and actions, to
each party

M=
Give the motives for each
party, the benefits to them

and/or to you
C'NhY It should be done)

IeL.... ...L- ..L- .....
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ICONTROL CHARTS I
A control chart IS a running record of information about a Job or situation It can be used to track
any vanable that IS quantified (Vanable Chart) or any dimenSion or charactenstlc that can be
classified In binary terms (Attnbute chart)

A control chart indicates the range of vanatlon In a system. The boundanes of the range are
marked WIth statistical control IImrts that differentiate special causes from the causes that produce
normal vanatlon, called common causes

• Special Causes

Special causes are Identified when data POints fall outSide the statistical control
limits It should be fairly easy to track down and correct special causes

• Common Causes

Common causes are Identified when data falls Within the statistical control limits
To correct common causes It IS necessary to make fundamental changes In the
process rtself

Since the use ofcontrol charts Involves statistical background and several speCific calculating skills,
learning It IS not pOSSible Within the tlmeframe of thiS program Contact OWL,INCORPORATED for
further Information on control charts
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ICoB ANALYSIS (COSTS AND BENEFITS) I
PROJECT
ALTERNATIVES
TO IMPLEMENTATION

~
QUANTIFY
SOLUTION AND
COSTS~

QUANTJFY
SOLUTION
BENEFITS

~

Here we predict or forecast what IS likely to
be required to Implement an alternative

At this POint we calculate the costs of
Implementing an alternative

We calculate what-the potential gains or losses
will be for each alternative In this step

POTENTIAL GAINS
AND LOSSES TIMES
PROBABILITY

This figure IS a calculation on a
percentage baSIS of the likelihood
of a loss or a gam happemng

ESTABLISH
C-B
RELATIONSHIPS

~
ACCEPTABLE?

t

Compansons are made between the costs and the
benefits of each alternative Those which are
not acceptable (the gains do not outweigh the
costs) are dlscardecf

NO

--.... ( DISCARD)

t
RANK ORDER
ALTERNATIVES IN
C-B EFFECTIVENESS

Sample SlfuatJon

A homeowner IS consldenng taking moneyfrom saVIngs and investIng In storm Windows and cedmg
Insulation The figures used In the example are $900 for Installing storm Windows and $630 for
Insulation Interest IS based on 12 percent compounded annually The Inflation rate on the cost of
energy IS calculated at 10 percent annually The annual energy cost starts at a rate of $1100 It IS
estimated that storm WIndows will save 10 percent on energy costs and Insulation 10 percent on •
energy costs
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• PROJECTED
ENERGY
COSTS

ALTERNATIVES POTENTIAL GAINS
OR LOSSES

PROBABLE GAINS
OR LOSSES

For 10
years

$17.527 A Without
Storms

or
Insulation

Interest
eamed If
money not
spent, but
Invested
for 10
years

$3.222
(on

$1.530)

Money saved
on fuel bills
If storms and!
or Insulation
bought

-0-

Total

Total Cost For
10 years

$17,527

- 3.222
$14,305

$17,527 B With $1.326 $17.527
Storms (on $630) $1.750 - 1.326
only -1.750

• Total $14,451

$17,527 C With $1.895 $1.750 $17,527
Insulation (on $900) -1,895
only -1.750

Total $13,882

$17.527 o With both
Insulation
and Storms

-0- $3.500

Total

$17.527
- 3.500

$14,027

•

On a Cost-Benefit baSIS the alternatives would rank "C" first. "0" second, "A" third. and "B" fourth
If costs were the only conSideration then the $630 spent for Insulation and the $900 left In savings
would be the alternative to choose However. the homeowner may feel that costs are not
slgmficantly different Then other factors would come Into play Comfort level or haVing the money
In the savings available for a contingency might take on slgmficance

The probability IS the same for all options and IS high Therefore, all potential gains are realized
Otherwise the potential gains or losses would be multiplied by the percentage
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I...__D_E_L_E_G_A_T'_O_N_W_O_R_K_S_H_E_E_T_G_U_'D_E_L_I_N_ES__I
To delegate effectIvely (as delegator or delegate), we must Incorporate four specific ingredients In
the delegatIon process

1 The specific task to be delegated

2 The type of authority needed

3 The type of relationships needed

4 The level of Initiative reqUIred

1 Jobs are More Than Responsibilities

Each time that we have a job to be done, we are actually recognIZing two ingredients In jobs
performance and results Jobs consist of some action beIng taken by people and/or
machines In order to produce some end result In other words, we recogmze that we have
to have some work action In order to achIeve results, we are pnmanly Interested In haVIng
results, but we cannot have them without action (the performance)

We take a large step In Improving our delegation abilities merely by thinking of all jobs as a set
of performances and results A performancelresult statement will be called a task If the
statement IS only an action or only a result, It cannot be called a task

We do have to be careful because It IS qUIte common to fall Into three easy traps 1) to think
of jobs In terms of "responsIbilities" or 2) to think In terms of "performance" only or 3) to think
In terms of "results" only We want to think In terms of ''tasks''

• Performance a descnptlon of what IS actually done In order to fulfill the
responSIbilities of a job Performance IS specific behaVIor or action and IS descnbed
with an action verb

• Result a descnptlon of the effects of perfonnance In the job Result descnbes
what you have after the action has been taken the product of the performance,
the observable outcome

• Task.a statement of a perfonnance and Its result, a performance-result

Our problem IS to be able to segregate statements of responsibilities, performance and results
For Instance, a manager IS responSible for "maintaIning morale of hIS or her people" However,
that phrase does notdescnbewhat managers do They may perform any numberofactions (tasks)
In order to accomplish that responSIbility They might "answer employee questions," "give each
employee praise when It has been earned," ''train employees In the skills of their jobs" and so on

Results descnbe the state of the situation after performance For example, ''the employee has all
questions answered satlsfactonly," or ''the employee IS fully competent In all tasks of the job"

To further help us descnbe tasks accurately, we can use these gUldehnes

• Tasks answer the questions

- What are you gOing to do?

- What do you want to accomplish by dOing rt?

• Tasks take tIme and have speCific controls, standards or deadlines
(ResponSibilities are ongoing)
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• Tasks are observable (can be seen or heard) Even where the performance IS
mental (e g decide) the result of the performance IS observable, or It can be made
observable

• Any legltrmate responsibility can be broken down Into the tasks which are
necessary to accomplish It

• Sometimes the result of the task may be commonly understood Without being
stated (e g "Plant a tree" Implies a senes of observable results which are usually
well known to persons who have that task to do Similarly, "Copy thiS report for me"
IS the assIgnment of a task which Implies the result, a legible copy)

2. Authonty

The next factor, authonty Identifies who IS allowed and/or authonzed to perform certain tasks
It concerns determining the scope ofdeCiSion-making powerand the freedom-of-actlon needed
to get the work done

Each person needs to know when they are free to act By the same token, each one should
know when initiative IS not called for, and asking or reporting to the manager IS needed The
biggest problem we may have In establishing the nght amount of authonty to go along with
responsibility IS failing to recognize that there are three baSIC kinds of authonty that can be
delegated Organizations have tended to be a little ambiguous on thiS POint

a Functional (Decldmg WHO, WHAT, WHEN and WHERE)

Functional authonty IS the strongest type of authonty that can be delegated to an
individual Functional authonty IS the right to decide WHAT IS to be done, plus WHEN and
WHERE It IS to be done It Includes the right to command that IS, the nght to direct
someone else to act (WHO IS TO DO IT) Functional authonty IS normally the kind of
authorrty we would delegate to a supervisor for use In directing the actIVIties of employees
Functional authority IS often called "hne" authonty

Functional authonty IS not without Its limits Typically, we would look at the activities and
functions that are needed In a Job Then we Will delegate to the person In that position, the
freedom to deCide and act whenever questions anse WIthin the person's scope of activities,
up to certain limits or on certain tasks

b Procedural (Specifying HOW)

Procedural authonty IS different It IS the right to specify HOW something IS to be done
Many people may retain procedural authonty when dealing With vanous activities They can
stipulate how the activities are to be handled In terms of certain quality specifications
Accounting people may have procedural authonty for the processing of accounting paper
work. They can speCIfy how information IS to be presented on what forms and according
to what procedures

Procedural authonty should not be confused WIth functional or line authonty Let's Illustrate
the Lawyer might say, "I can't tell you to wnte to a vendor or when to wnte What I can tell
you IS that If you write to them, you must do so Wlthm the policy specifications that are
laid out"

C AdVISOry (Identify WHO, WHAT, WHEN, WHERE, HOW and WHY)

AdVISOry authority IS the third category This type of authonty IS sometimes called the
"power of deCISion Without the power of command" It Simply means that the person
with adVISOry authonty can deCide what IS best and then adVise, recommend, suggest or
sell thiS deCISion to someone else but cannot command or demand that the deCISion be
followed ThiS IS the type of authonty that many speCialIsts have They deCide what IS
needed, based on their expertise However, they must have their plans approved by
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someone with functional authonty before proceedmg This usually reqUires a great deal of •
"sales ability" to Justify the decIsion with WHY

3 Relationships

Organization charts and management procedures cannot specify all particulars In the Job
situation Relationships aren't always easy to see or achieve Good organIZing normally
requIres each position In an organization to be designed to contnbute a separate and distinct
stage or function to the work bemg done The Idea of relationships IS that all functions Interact
m such a way as to combine efforts toward the common goals and objectives While the two
Ideas appear to be In contradiction, It IS Important to realize that both "differences In duties"
and "good working relationships" are required This leads to the question, however "How
do we achieve good relationships In our organIZing effort?"

To answer the question, we Will have to consider three degrees of working relationships

a Infonnatlon Transfer

The lowest degree of working relationships may be properly called information transfer
This Simply means that two positions will be reqUired to transfer mformatlon There IS no
real coordination of effort reqUired nor IS there any need for JOint deCISion-making The
relationship between people on a lateral baSIS IS InCidental It happens, but IS not
Significant to the functiOning within each position The relationship IS one of passing
Information along, Without need, normally, for consultation or deCISion-making that alters
any responsibilities

b Coordination

The next hIgher level of working relationships IS called coordination In thiS case, what
one posItion does can have a moderate effect on the work activity or pnontles of the other
ThiS level of coordination goes well beyond Just a transfer of Information At times, there IS •
a real need for negotiation Agreements are reached which can change tlmeframes and
directly affect the tasks someone works on Everyone's schedules can be altered All of
thiS may be done purely on a lateral coordination baSIS Without the Involvement of any
higher authonty

C Collaboration

Othertypes ofwork may require an even higher level ofworking relationships This IS called
collaboration In these Situations, substantive Issues aredeCided on a lateral baSIS People
from vanous functions or locations work together to handle a particular project or task The
chaln-of-command IS all but forgotten and problems ordeCISIons are handled by the people
Involved, regardless of their status In the formal organization All, or nearly all, of the
operational deCISions are made along the way This process works well If deCISions about
What, When and How are made on a collaborative baSIS among the people Involved

The nght level of relationshIps IS a key factor It helps determine the authonty reqUired and
the necessary capabilities of the people Involved

4 Initiative

Most management people are familiar With the art of delegatIon Delegation IS the process of
gIVIng to people the responsibility to handle a task or a set of tasks The degree of latitude we
gIVe people In handling that work will vary, but for the most part, we want people to do things
that we do not have time to do In most cases, we do not Just dump responsibilities, nor do we
want to give such close superviSion that people function as "gofers" (Go for thiS, Go for that)
We want each person to exerCise Initiative, but we stili have to malntam the appropnate degree
of control

We must remember a baSIC rule about how Initiative works •
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Depending upon what we do, the responSibility will either remain with us, or
will fall upon the shoulders of the delegatee, or will be Ignored by everyone

There IS a direct relationship between the amount of responsIbility we delegate and the amount
of Imtlatlve delegatees exercise We cannot delegate responsibility to anyone who IS unwilling
to accept It In this case, they drop the ball They cannot exercise initiative Ifwe will not relinqUIsh
authonty In this situation, we drop the ball Where there IS an opportunity, but It IS not examined,
both Sides have dropped the ball (or more accurately, neither has bothered to pick It up the
responSibility for action has not been accepted by either)

That leads to some questions

When IS It the delegator's Job?

When IS It the delegatee's duty?

How can we tell the difference?

We can begin to answer these question by some examples which relate to who has the ball

Generally speaking, we can Identify several possible levels of Inltlatlve-clelegatJon when It
comes to dealing with opportumtles Each may be appropnate for different tasks We can help
ourselves and our orgamzatlon by operatmg at the appropnate level Indeed, If we are to
delegate effectively, It IS essenttal that we operate at the appropnate level

a Lowest Level Walt for Assignments

People may, at times, walt until they are told what to do ThIs IS the lowest degree of
Imtlative, and they dutifully walt until the manager outlines what he or she wants them to
do The possibilitIes for decIsions he pnmanly with the manager We should not be
surpnsed that the manager makes all decIsions without much Input or Ideas from others

Of course, there are times when thiS level of Imttative IS appropnate

The most senous drawback ofthiS level of initiative, however, IS that managers seldom can
see the opportunities or problems that delegatees can see Managers are too far removed
from the nrtty-gntty ofthe Jobs They operate from second-hand information which does not
reveal opportunities and often hIdes problems They are often shielded from the real
problems that those who are where the "action IS" can see

d Second Level Ask for Instructions

In the next level of initiative, delegatees go to managers to ask what they are supposed to
do and how they should go about handhng It They are calhng attention to the fact that they
are around and willing to perform, but they are leavIng all deCISions up to the manager
Again, we should not be surpnsed that the manager's decIsions look like his or her Ideas
and that the "status quo" Will be fairly well protected

Again, thiS IS the proper level of Imtlatlve In some situations We do have to be careful that
we don't allow It when we should be at a higher level It suffers the same drawback as was
true of the lowest level delegators may be Ignorant of what IS wrong and what can be
Improved

c Third Level Investigate, Recommend, Seek Approval

In the third level of Initiative delegatees explain what they want to do supply the manager
With the necessary background information and then carry through on the deCISions made
by the manager At thiS level delegatees are assuming more of the Initiative and we are
much more likely to see deCISions which reflect their thoughts and views of problems We
are making sure that good opportumtles do not get passed by or forgotten
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•At this level, delegatees have to "Justify" their decIsions and "sell" their Ideas Without good
sales Skills, they are likely to be told "NO"

d Fourth Level Urgent Action, Immediate Report

If delegatees operate at the fourth level, they take the action that they feel IS appropnate
and then mform the manager Immediately Often, this will be a sensitIve area There are
many times they can make on-the-spot deCISions to handle situations or Improve opera
tions This IS more likely to be In "emergency" sltuabons or "urgent" pnonty tasks

This level often requires after-the-fact "sales abIlity" as delegatees report actIons and the
reasons for them They may need to convince managers ofthe soundness of theirdecIsIons
or the wIsdom of their actIons

e Highest Level Full Responsibility, Regular ReportIng

At the hIghest degree of InitIative, delegatees make decIsions and act on our own to
complete the task They only report to the manager In a general way at regular times, like
at the end of the day, or at weekly meetings They have a hIgh degree of authonty to make
decIsIons and to act They only report In order to keep managers abreast of what IS gOing
on

We need to have people In our organization operate at thIS level of Initiative more often It
IS the level of Initiative that IS most likely to produce the most results It IS an appropnate
level for most routine tasks

ThIs level of InitiatIve also requIres that delegatees be able to "sell" managers on the
deCISions they have made and the actIons they have taken Delegatees need to '~usttfy"

and "be Justified" In their actions

It bods down to thiS If delegatees don't exercise initiative, the burden falls upon the •
manager They are forced to become directly Involved In all of the work ObvIously, In order
to be effectIve and get some ofthe things done we know should be done, we want to operate
at levels 3, 4, and 5 In level 1 and 2, delegatees do not functIon With enough Initiative for
effecnve delegation

•
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Relationships Needed With Whom?

•

•

•

IDELEGATION WORKSHEET I
DELEGATEE

1 TASK to be delegated

2 AUTHORITY TYPE
( ) FunctIonal [LimIts ~

( ) Procedural
( ) AdvIsory

3 RELATIONSHIP DEGREES POSSIBLE

a InformatIon Transfer -...

b CoordInation ----------------t---..,
c. CollaboratIon ---------------f---+---.

1
Degree Needed

()a ()b ()c

()a ()b ()c

()a ()b ()c '

( ) a () b. () c.
()a ()b ()c.

4 INITIATIVE LEVEL DESIRED

( ) Walt for assIgnment of the task
( ) Ask for Instructions to do the task
( ) Recommend and seek approval for task
( ) Take action, report results immediately
( ) Take action, report as part of normal routine

5 TIMEFRAME

( ) One-time only Due date _

( ) Time span to _

( ) Ongoing and contlnumg
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6 DESIRED RESULTS OR PERFORMANCE CRITERIA (What do you expect as
results? What level of results? What criteria will you use to evaluate perform
ance?)

7 DEVELOPMENT PLANS (Knowledge or skills needed by the delegatee to be
able to complete the task and Jomt plans for acqulnng them by traimng,
coachmg, etc)

8 RESOURCE REQUIREMENTS (What mformation or other resources does the
delegatee need access to? Who are knowledgeable contacts for assistance,
if needed?)

9 KNOWN OBSTACLES (What are likely Impediments the delegatee needs to
be aware of and overcome?)
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IDESCRIBING PROBLEM SITUATIONS (EFFECTS>I

What?

• What symptoms mdlcate that there IS a problem?

• What are the observable conditions? (What did we and others sense or measure?)

• Under what conditions do mdlcatlons appear? What was the environment like?

• What were the Inputs? What came together for the operation?

• What was the operation? What was done? What was not done?

• What were the results of the operation? What were the outcomes and consequences?

• What were the conditions at the time of the operation? Immediately before and after?

When?

• When were the symptoms or conditions first noticed?

• Were they repeated? Were they the same each tIme? What changed?

• How long has the condition eXisted? When noticed? For how long?

• What caused the operation to begin? What caused It to stoP?

• Old the symptoms show up In a sequence (one EFFECT followed by others?)

• Do the condItions appear In a pattern? How frequently? Is It predIctable or Interrmttent?

• Could the symptoms have eXisted before they were notIced? For how long?

Where?

• GeographIcally, where do the symptoms appear? Is there more than one location?

• Where withIn or on the object are the symptoms observable?

• At what stage m the process do they occur?

• Where did we see, hear, feel, smell, taste or measure the symptoms?

Scope?

• How many Objects or areas have the indications of a problem? Are all affected?

• Is the whole of the object affected or only parts? What parts?

• Is there a trend to the symptoms? Are they stayIng the same, worsentng or Improving?

• What Inputs or outputs are affected?

Whafs Okay?

• What condlttons are the way they should be?

• What parts or portions are unaffected? What Inputs were okay?
• What mdlcatlons are favorable?
• What conditions are deSirable?

• What processes worked nght?

• What outputs or results are the way they should be?
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IFLOW CHARTS I
Flowcharts are a useful tool to understand processes or operations They make the entire process
make sense by showing the sequence of operatIons and the relatIonshIp of operations to each
other They also demonstrate the deCISIons that are Involved In the process and what happens In
each dIrectIon a deCISion leads

You construct flowcharts by followIng flowcharting conventIons That way, everyone can under
stand the flowcharts that result
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INPUT

OR
OUTPUT

TASK FLOWCHARTING CONVENTIONS

This symbol indIcates a necessary mput for an operation or the
output from one

•

OPERATION

(
START )

_ OR END _

ThiS symbol indicates any processmg functIon (a defined opera
tion) which IS an actIon that causes a change In results

ThIS symbol denotes a chOice between alternatives

ThIs indIcates the beglnnmg or end of a sequence of
operatIons/decIsIons

OPERATIONS:

•

We would have no trouble f10wchartmg a sequence of operations For Instance

TURN
TYPEWRITER

ON

•

INSERT
PAPER

TURN
PLATEN

etc
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DECISIONS:

However, as soon as we mtroduce the Idea of a decIsion (choosing between

alternatives), we have to be able to show what happens with each alternative For

mstance

plain ....-<

letterhead

interoffice

Up to three alternatives seem to be possible With our symbol Beyond three, our

symbol might begin to look like a spaghettI factory To solve the problem, we con

vert all deCISions Into bmary (2-part) deCISions Continuing With the same example,

the deCISIons and thelf consequences are much more readily Illustrated

OBTAIN
PLAIN
PAPER

OBTAIN
lETTERHEAD

PAPER

•
NO

OBTAIN
;>--......YES=-__--t INTEROFFICE

PAPER

NO
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• BRANCHING.

Whenever we have alternatrves, this IS called "branchmg 'That Simply means

the same thing as coming to a "Y" rn the road, we have to choose which branch
we want to follow

There IS also the POSSibility that we may need to contrnue an operation or

repeat an operation until we meet some predetermined limit or standard For

example, we might use the prevIous operation example that read

• Insert paper

• Turn platen

• When leading edge reaches Index gUide, stop

Flowcharted, It might look like thiS

I

INSERT

• PAPER

'J

TURN
PLATEN ....

,

REACHED NO
GUIDE

?

YES

.~

ADJUST
MARGIN

I

I
I

etc

•

LOOP.

In thiS Situation, a loop IS a branch which
leads back to an operation or senes of
operations We I<get out of the loop" as
soon as the decIsion can be answered
the other way

r loop
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OTHER CONVENTIONS.

We should use standard conventIons (practIces) when we flowchart so that our
flowcharts can be correctly Interpreted

• Symbols are normally connected with solid hnes

• It there are no arrows indIcating dIrectIon, flowcharts are read from top to
bottom and from left to fight Arrows mdlcate a different direction and are
always requIred for a dIfferent direction They may be used on all hnes, but are
not necessary for down or fight dIrectIons _~( _

• To reduce the number of hnes on a flowchart, loops and branches may be con
nected by on page connector symbols wIth a common letter or number used to
mdlcate connecting POints ~

6
• Off-page connectors use thIs symbol wIth a common letter/number to indIcate

connecting POints

• Lines may cross (indIcating no connection) or merge (indIcating two or more
Incommg hnes JOIOlng at one outgomg line) V

---i(crosS) (merge)

• Two or more sImultaneous operatIons may be shown as beglnmng or endmg by
a double line with appropriate Incommg or outgoing hnes
(e g I I J or --l- )

I I I

• AddItIonal remarks may be added to an operation or deCIsion by usmg a dotted
hne connected to the appropnate symbol For example

REFER
TO SPEC
MANUAL

YES

etc
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START

DRAFT
RECEIVED

REVIEW
DRAFT

YES

SAMPLE
TASK A SECRETARY TYPING A LETTER

LOCATE
ORIGINATOR

ASK FOR
CLARIFICATION

ABANDON
JOB

•

NO
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TYPE FROM
DRAFT ------ TYPEWRITER

PREPARED

NO

PROOF
TYPING

REMOVE
PAGE

'NSERT
NEW
PAGE

•
YES

SUBMIT
FOR

APPROVAL

TASK
COMPLETE

NO

NO
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II - P - 0 WORKSHEET I
An I-P-O worksheet IS used with Operational AnalysIs (OA) to keep track of all elements of an
operation In order to find the CAUSE

To use the I-P-O whorksheet, follow these steps

1 List the Task or Operation you want to ANALVZE

2 List the Desirable Characteristics and Undesirable Characteristics of all EFFECTS In
the spaces provided at the nght side of the form

3 List all Inputs that are Involved and/or needed for the operation ThiS Includes all
resources

4 List the Tngger Events that are necessary for every process In the operation

5 List every Process

6 List two categones of cutoffs

• Normal

Normal cutoffs are those cutoffs that are desIgned to stop the processes

• Abnormal

Abnormal cutoffs are those things we can Identify from expenence or logical
deduction that could cause the process to stop We list everythIng that seems like
a POSSibIlity as a cutoff

7 Begin to apply OA (Steps 6-8) to each Item on the worksheet It IS always best to do so In
a systematic way In the sequence

e Inpl:ts

• Tngger Events

• Processes

• Cutoffs

Continue the OA steps until you find vanatlons that could produce ALL of the EFFECTS
listed
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TASK (ACTION/RESULT) OR OPERATION

INPUTS PROCESSES DESIRABLE CHARACTERISTICS

<Den

FEEDBACK------------
LOOP

OUTPUTS

UNDESIRABLE CHARACTERISTICS

;;..
N

~

TRIGGER
EVENTS

CUTOFFS



• • •

~Averslve

-PosItive

FORMSIFORMATS

-Motivation (Job Context Factors)

~Apphcatlon

~Alleglance

~Achleveffient

-Incentive

-Ratlonahty

-Team

PERFORMANCE CRITERIA

-Authonty (functional-procedural-advIsory)
- IndiVidual

-RelatiOnship (transfer-coordmatIon-collaboratIon)

-Imtlatlve (wmt-ask-reconunend-mfonn-routme)

- Knowledl!e

-Potential

ATTITUDE

-Infonnal

• IneffiCient

-Redundant

ABILITY

• Inaccurate
- Incoffiolete

OPERATIONS

-Dated

-Cutoff

~IOUtput

- Tngger Event

-PJocess

-Input')

IMPACT DIAGRAM Task/process:..:,==========:;, --;,===========,__

MACHINE

TASK
DETAILINGCD

~I ,

'"~€'-



'ISSUE IDENTIFICATION I
1 Identify the Issues

• What Issues affect or Involve the stakeholders?

• Have the Issues been defined and redefined?
(To get the situation In explicit form or Identity that allows stakeholders to communicate
about It and eventually resolve It )

• Have the Issues been classified?

• Have the Issues been pnontJzed?

• Have the Issues been venfied with constituencies?

2 Identify The Stakeholders on Each Issue

• Who has information on the Issue?

• Who will be affected by the decIsion?

• Who must be Involved In Implementing the deCISIon?

3 Establish The Legitimacy of Stakeholders

• Who perceives themselves as haVing the nght to partICipate?

• Who IS perceived as haVing the nght to partiCIpate?

• Who has the capacity/capabIlity to participate?

- Have stereotypes been challenged and tested?

- Have constituencies been Identified?

- Have methods of representation been deVised?

- Has fleXibility been built In to add stakeholders or Improve
representation?

- Have different levels of partiCipation for different stakeholders been
established? [See "Issue ClasslficatJon'1

4 Identify The Resources The Parties Need for The Problem-solving Process

• Time Interval and schedule IS It pOSSible for all stakeholders to partiCIpate?

• Can everyone afford to attend and partiCipate?

• What can be done to alleViate unfair costs or Impossible schedules?

• What faCIlities and matenals are needed?
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IISSUE IDENTIFICATION PROCESS I
When an organIzation beginS a partIcipative effort, It has an Important objective In mind

TO GET THE RIGHT PEOPLE WORKING ON THE RIGHT ISSUES

Therefore, It follows a deliberate process

1 The Steenng group contacts constituencIes to Identify Issues

• The following methods may be used

- Focus groups

- Survey

- Interview

- Formal reporting methods

- Informal reporting

• Each party Identifies what It believes to be the Issues or problems that need attention

2 Each party presents ItS Issues to the steenng group

3 The steenng group clarifies and documents all Issues

• Use "Issue Testing" to assess the accuracy of Issue Identification

4 The steenng group IdentIfies the stakeholders for each Issue

• Use "Issue ClaSSIfication" to determine stakeholder Involvement

5 The steenng group assesses the prIority of Issues, by Impact, and develops
a rank-order listing of Issues

• Use "Constituency Rating" to assess tndlVlduallssue Impact

6 The steenng group establishes the team and Its agenda for dealing with one
Issue or a related set of Issues that It has selected

7 The team convenes to resolve the chosen Issue and perseveres until the Issue
IS resolved (inclUding multiple meetings) or until It IS agreed that the Issue IS
unImportant or unresolvable

8 The steenng group Isolates the next prlonty Issue and/or team to the
agenda

99



I ISSUE TESTING I •
Assess each Issue for Its total value as an Issue Value IS a product of certainty and criticality

CERTAINTY
Assess each Issue on Its certainty for being factual and/or on Its certamty of occurnng In the
future (I e probability)

CRITICALITY

Assess each Issue on how much It IS likely to affect the desired outcomes of the organization

CERTAIN 10 + + + + + + + + + +

9 + + + + + + + + + +

a + + + + + + + + + +

7 + + + + + + + + + +

6 + + + + + + + + + +

5 + + + + + + + + + +

4 + + + + + + + + + + •3 + + + + + + + + + +

2 + + + + + + + + + +

UNCERTAIN 1 + + + + + + + + + +

1 2 3 4 5 6 7 a 9 10

NONCRITICAL ~ ~ CRITICAL

Process

1 Assess certainty of each Issue

2 Assess cntlcahty of each Issue

3 Multiply certainty factor by cntlcahty factor Calculate the product

4 Weigh each Issue by the product

5 Base decIsions on higher value

•
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•

tiSSUE CLASSIFICATION I •
There are four types of Issues that Involve a vanety of stakeholders The Issues are classIfied by
the degree and type of Involvement of the stakeholder

1 IDENTIFY ONLY (Stakeholders used for the "Identify" stage only)

In thIs category, the stakeholder IS Involved for Input only Examples Include

o Issue IdentIfication Itself 0 Market research

o Problem Identification 0 Prellmmary policy analysIs

o Needs AnalysIs

The Involvement of stakeholders In thiS type of Issue serves to

• Acknowledge Interdependence,

• Establish trust,

• Clarify the limits of the problem's scope

2 DECIDE ONLY (Stakeholders used to generate alternatIves and choose among alternatives)

In thIs category, the stakeholder IS asked to share creative thinking Examples Include

o CreatIng ViSIon or MIssIon 0 SuggestIons for Goals or Objectives

o RecommendatIons on Pnontles 0 Alternative Strategies and TactIcs

o Proposed PollcleslProcedures 0 POSSIble Solutions to Identified Issues •

Creative Input serves to

• Create pOssibIlities for deCISIons or actions,

• Generate ownership of programs, poliCies or projects by stakeholders,

• StImulate Interest and commitment by stakeholders,

• Ensure understanding of enVironment by policy-makers

3 PROBLEM-SOLVING (Stakeholders do It all Identify, Analyze, DeCIde, Program)

This category of Issues Involves the stakeholders In all stages of problem-solvlng or
declslon-maklng Examples Include

o Goal SettIng 0 Planning

o Operational Problems 0 MultIparty Contracts

o Resource Exchanges 0 Schedules

o EstablishIng Roles 0 Formal Agreements

ThiS level of Involvement and negotiation serves to

• Produce consensus among stakeholders,

• MaxImize commitment,

• Optimize Implementation,

• Reduce unforeseen obstacles
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4 PROGRAM ONLY (Stakeholders are Involved only In "Implementation")

In this category of Issue, one party holds unilateral authority for a decIsion that Impacts
other parties Examples Include

a DecIsions mandated by law or governmental agency

b DecIsions caused by outside forces

C Where one party has 100% control of resources, without
Interdependency

d Where polIcy or contracts establish unIlateral authonty

Involvement of stakeholders In thiS type of Issue serves to

• Develop understandIng In stakeholders,

• Redefine Issues or change strategies to allow for other categones of Involvement,

• Broader or narrower definItion of problem,

• MInimiZe negative Impact on stakeholders,

• Reschedule effects of deCISions to reduce negative Impact,

• Improve ImplementatIon plans,

• MaIntain relationshIps In sprte of negatIve Impact
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I ISSUE CLASSIFICATION WORKSHEET

ISSUE or PROBLEM STATEMENT _

PRIMARY STAKEHOLDER, CONVENER OR RESPONSIBLE PARTY

CLASSES OF ISSUES

1 Stakeholder IS Involved for IDENTIFY ONLY (To get Input )

2 Stakeholder IS Involved for DECIDE ONLY (To get good Ideas)

3 Stakeholder IS Involved In ALL STAGES (To own whole Issue)

4 Stakeholder IS Involved AFTER DECISION In PROGRAM ONLY (To
Implement)

OTHER STAKEHOLDERS (IndIvIdual or Group)

104

CLASS (1-4)
Constituency
Rating •

•



• ICONSTITUENCY RATING I
Assess each Issue for Its Impact (a product of outcome and effect) on each constituency

OUTCOME

Assess each issue on Its probable outcome to the constituency on the continuum from httle
opportunity or threat to slgmficant opportunity or threat to their position

• If It's a real opportumty to enhance position, assign It a + value

• If It's a real threat to the position, assign It a • value

EFFECT

Assess each Issue on the likely strength of IS effect from very strong effect to minimal effect

SIGNIFICANT10 + + + + + + + + + +

9 + + + + + + + + + +

8 + + + + + + + + + +

7 + + + + + + + + + +

• 6 + + + + + + + + + +

OUTCOME 5 + + + + + + + + + +

4 + + + + + + + + + +

3 + + + + + + + + + +

2 + + + + + + + + + +

LITTLE 1 + + + + + + + + + +

1 2 3 4 5 6 7 8 9 10

MINIMAL .....- ~ VERY STRONG
EFFECT

Process

1 Assess each Issue for outcome ASSign plus or mmus value

2 Assess each Issue for effect.

3 Determine Impact by multlplymg outcome and effect

4 Weigh each Issue by the product (Impact)

• 5 Calculate Impact for each constituency

6 Base deCISions on Impact across constituencies
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ICONSTITUENCY WORKSHEET I
1 Calculate the Impact of each Issue for each constituency

2 Add the Impact for all constituenCies

3 Prioritize (rank) by total Impact

ISSUES

CONSTITUENCY #1 #2 #3 #4 #5 #6 #7 #8 #9 #10

A

B

c

o

E

F

G

H.

J

•

•

TOTAL

RANK

------------

106

•



•

•

•

IJOB ANALYSIS I
Smce most of us are already In bUSIness producing results, we do not have to start wIth some form
of genenc research Instead, we sImply define what we presently do In terms ofACTION-RESULT
statements thiS IS a definltton of our jobs In terms of the tasks we perform

There are three levels of "Job AnalysIs" possIble Each of these IS stated In commonly accepted
language as follows

JOB ANALYSIS

• To state a Job In terms ofthe major tasks

TASK ANALYSIS

• To state each task In terms of the steps that are necessary for task completIon

TASK DETAILING

• To state each step In terms of the most finite mechamcal or human operations

Regardless of the level of analysIs we use, each level IS stated as actton-result statements

WHICH LEVEL SHOULD I USE?
It IS eVident to most people that these analyses can be a great real ofwork. We Will want to Invest
the time that IS necessary In dOIng analysIs, but we do not want to waste our tIme on unnecessary
detail It IS helpful to have some Idea, ahead of time, as to what level of analysIs IS appropnate

1 When To Do Job AnalysIs Level

When we are concerned wIth making "organIZing" decIsIons, we will probably want to
analyze jobs Into tasks This IS done by Job AnalySIS A complete listing of tasks allows
us to combine or separate tasks, pnontlZe tasks, or Isolate tasks We could use this
Information In order to

• Develop a Process Flowchart for all processes

• Prepare new Job Descnpttons

• ReVIew Job Descnptlons to see that they accurately descnbe what we actually do
(actions) and what we are accountable for (results)

• Establish job pnontles We want the more Important tasks Identified or
rank-ordered

• Delegate effectIvely Job AnalySIS IS used to accurately Identify the tasks which are
beIng delegated Job AnalYSIS IS necessary for establishing authonty, relationshIps
and Imtlatlve levels

• Give effective assIgnments and instructions These are most effective when we
make clear the actIons that are needed and the results that are expected

• Reduce "overloading" In jobs, we remove diSSimilar tasks

• ElimInate "underloadlng" In Jobs, we add SImilar and related tasks

• Make "job ennchment" deCISIons by adding to jobs the tasks which expand or
challenge capabilities, the tasks which gIve performers more control of job results,
and the tasks whIch make "whole" jobs ThIS may Include "vertical loading" (more
responSibIlity and authonty) or "honzontal loading" (more tasks of a related nature
In the flow of work)
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2 When To Do Task AnalysIs Level

Processes are the "how to" ofany orgamzatlon Whether they are Informal (carned around
In peoples' heads) or formalized In a comprehensive "procedures manual", they define
exactly how jobs are to be done Many processes are necessary because of safety,
secunty or legal reasons Other problems are the steps of dOing tasks These can be
discovered by a thorough Task AnalysIs The results of the Task AnalysIs may be used
to

• Prepare ProductlServlce-to-Process conversions

• Prepare new procedures In a formal way

• ReView and update formal procedures

• Identify mechamzed processes that cannot be observed

• Identify flaws or gaps In the processing of work or work flow

• Train new people In how to do jobs

• Train eXisting people 10 how to handle new tasks

• Implement new poliCies or systems

Task AnalysIs Identifies the necessary sequence of steps so that tasks are done In the
most efficient, safe, and secure way

3 When To Do Task Detailing Level

There are times when we may have to dig deeper Into tasks and steps Task Detailing may
be In order Task Detailing breaks tasks Into their individual operations and decIsions
Task Flowcharting IS a sUitable substitute which Involves dOing the same thing We Will
need to know about task details when we have the follOWing things to do

• When we want to measure IndiVidual processes

• When we want to mechanIZe, computenze or otherwise automate a task or a job

• When we need to chart processes or process results

• When we are called upon to assist In troubleshooting a mechanIZed system

• Ifwe are Involved In programming a computer or an access terminal or learning a
new job that has been programmed Into one

• To train someone new In the details of the task

• To deSign job aids, training aids or checksheets

• To deSign forms for data collection or data transfer

• To audit eXisting forms for accuracy and relevance

• For any type of paperwork Simplification project

• To define report format or forms

Task Detailing or Task Flowcharting are our ways of getting down to the mtty-gntty of jobs
When It IS necessary to get to the level or the person or machine that does the job, we do
Task Detailing

If we are to become skilled at Improving the way things are done In our Jobs, we need to
become skilled at declphenng how they are done The better we can "see inside" our jobs,
the better we Will be able to apply appropnate techmques with pinpoint accuracy
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• IMORPHOLOGICAL ANALYSIS I
Morphological AnalysIs IS nothing more than making a matrix In order to keep track of data It IS
very useful In the ANALYZE, DECIDE and PROGRAM stages

There are several examples of the use of matnces In this section They are

• Control Charts

• O-S AnalysIs

• Pareto Charts

e Scatter Diagrams

• Trend Charts

The Idea IS to create a matnx every time you need to relate any two factors or vanables

Developing a matnx IS relatively simple It Involves uSing "classification" skills Suppose, for
example, there have been a number of operating errors recorded In the past few days If I were
to claSSify time by Shifts, I could Isolate the errors to the shift on which they occurred, as follows

The matnx uses a 24-hour clock notation

SHIFT
TIME 700 -300 300 -11 00 11 00 -700

• 0921 X

1136 X

0844 X

1601 X

1124 X

1703 X

0717 X

0915 X

1149 X

•

In a Similar way, I could relate any number of things to where or when they occur I could relate
data by section, by level, by date, by Job classification, by age by expenence and on and on

Morphological AnalYSIS IS a great way to determine the scope of a problem or the source of
CAUSES

It's also a great way to prepare budgets or schedules needed In plans
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IMULTI - VOTING I
After any bramstormlbralnwnte, there IS always a need to take all of those "great Ideas" and reduce
them to a practical few It may also be necessary to reduce the practical few to a pnonuzed list
that Identifies which IS first, which IS second, and so on until the last

Multi-voting IS the method to use It works like thIs

1 Complete the bralnstormlbralnwnte by listing all clanfied and combined Ideas so they are
vIsible to all participants

2 Instruct each partiCipant to select the most Important ones from the list It IS good to
prescnbe a specIfic number

•

Number of orlgmalldeas*

15 -25
25-50

50 or more

Pick most Important

3
5
7

*If less than 15, the group usually should rank order the Items(seek consensus)lnstead of
multI-vote

3 Each participant notes hlslher selections

4 The leader should pOInt to each Item on the list and ask for a show of hands from those •
who voted for It The leader records this "vote" for each Item

The results produce a limited number of Items that are subjected to further diSCUSSion and
consensus

•
110



•

•

•

INOMINAL GROUP TECHNIQUE I
The nominal group techmque (NGT) IS a vanatlon of bramwntmg combined with a vanatlon of
multi-voting Here IS how It works

1 Each participant generates hiS or her own bralnwnte list, without access to Information from
other participants

2 The leader then conducts a round-robin polhhg of all participants to develop the overall Irst

3 The leader asks for clanficatlon of all Ideas, gOing through them one at a time Ideas may
be combined If there IS consensus, If any disagreement, they stay on the list as separate
Ideas The Leader numbers or letters (preferred) all Ideas

4 Each participant IS given Index cards for voting (3, 5 or 7 cards based on quantity of Ideas
15-25, 25-50, over 50) On each card the partiCipant wntes the number or letter of the Idea
he or she feels IS most Important In the center of the card (one Idea per card)

5 Each partiCipant then determines how Important each Item IS by weighting It on a scale
of 1 to 10, where "1" IS least Important or relatively ummportant and "10" IS most Important
or relatively very Important The partiCipant records thiS number on the edge of the card

6 All cards are collected and sorted by "Idea number or letter"

7 Theleaderposts

• the number of votes for the Idea (the number of cards)

• the weights for each vote

The resulting weights are added and the pnonty totals are posted by the Ideas

8 The pnonty Ideas (3, 5 or 7) are discussed, to clanfy Ideas and to reduce widely divergent
voting weights caused by misunderstandings

9 A final vote IS taken from all partiCipants on the pnonty Ideas
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IO-S ANALYSIS (OBJECTIVES AND SOLUTIONS) I
IDENTIFY

1 Recognition

The problem statement IS Bruce IS making errors

The Manager of Computer Information Systems had a new system that he wanted Jacque,
one of his most expenenced Analysts, to undertake The project would require about 18
months to complete and the Manager wanted Jacque to start preliminary work as soon as
possible To give Jacque the necessary time, the Manager took the responSibility for the
software maintenance of payroll from Jacque Jacque had developed the software for the
payroll system and knew It inside and out It IS was runmng smoothly and Jacque was
becoming bored with the responsibility and was eager for the new assIgnment

The Manager gave another Analyst, Bruce, the responSibility for the maintenance of the
payroll system Bruce was not familiar With the system and was less expenenced than
Jacque He agreed to take on the project Bruce saw It as an opportunrty to learn The
Manager told Bruce that he would get hIs training from Jacque In addItion, the Manager
told Bruce that he himself would also be avaIlable If Bruce needed help, although the
Manager did not know the system as well as Jacque The Manager felt that Bruce would
have little dIfficulty learning the system

2 Priority

However, In the two months that Bruce has had the assIgnment he has made two errors
that reqUired a considerable amount of overtIme to correct The errors were corrected
However, the Manager did not want further mistakes to be made and decIded to look Into
the situation It was faIrly hIgh pnonty

3 Involvement

The Manager had full responsibility for the department and, In thiS situatIon, dId not have
to consult with hIS boss or people outSide of the department

4 Descnptlon

In InvestigatIng the situation, the Manager found these EFFECTS

• Bruce could have aVOided the two errors If he had turned to Jacque for adVice

• Bruce has not been turnIng to Jacque for support to any great degree

• The system IS more complicated than Bruce thought and he IS not catching on to It
as qUickly as the Manager thought he would

• Bruce knows some things about the system, but IS lacking In some areas

• Bruce has not been coming to the Manager for assistance

• Jacque responds to Bruce only when Bruce asks for help

• Jacque IS engrossed In her new assIgnment and does not voluntanly meet With
Bruce

• Jacque's pnonty IS the new assignment In short, It appears that Jacque and Bruce
did not develop any kind of a structured method for Bruce's tralmng ThiS IS a bit
puzzling to the Manager sInce other Analysts will usually work thiS out between
themselves In SImilar situations
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ANALYZE

5 Differences

The Manager then looks for DIFFERENCES Normally, In situations of this sort, the
Manager would meet with the two Analysts and diSCUSS with them how the training should
be done The Analysts would be very much Involved In the decIsions, butWith the Manager's
approval and support The Manager did not do thiS With Bruce and Jacque Since he felt
that the two could work It out together ThiS was the difference

6 Causes 7 Prove 8 Check

The baSIC cause, as the Manager saw It, was hiS own failure to set up the situation properly
To check hiS conclusions, the Manager talked with Bruce and Jacque individually In bnef,
he learned from Bruce that Bruce had talked with Jacque about the training Jacque
apparently told Bruce that the system was Simple and that anyone could learn It now that
the system was functiOning smoothly Jacque said she would give Bruce help when needed
No structure for the training was established However, when Bruce did go to Jacque for
adVice, Jacque seemed preoccupied with her own work and was somewhat Impatientwhen
Bruce asked for detailed Information As a result, Bruce was reluctant to go to Jacque and
tned to learn as much on hiS own as he could That's why the two mistakes were made In
addition, Bruce did not come to the Manager since It was hiS Impression that Jacque was
the expert and that the Manager, while making the offer to help, did not really want to be
Involved When the Manager talked with Jacque, he learned that Jacque felt her first pnonty
was her project and that Jacque thought Bruce would have no difficulty In picking up the
system The probable CAUSE was confirmed

DECIDE

9 Objectives

In consldenng the Situation, the Manager determined that hiS objectives In order of pnonty
were

• Protect the payroll system that was developed by Jacque and running smoothly
(Don't compromise for training purposes)

• Develop Bruce's capabilities to handle the software maintenance of payroll (The '
Manager stili felt Bruce could learn )

• Have Jacque continue working on her new project (At least to some extent)

• Maintain a good level of commitment and morale on the part of Jacque and Bruce

• Do thiS with a minimum of time commitment from the Manager, Jacque and Bruce

10 Constraints

The only real constraint on the Manager was the requirement for getting the Job done with
eXisting people Therefore, all alternatives would have to fit thiS limitation

11 Alternatives

With these Objectives In mind the Manager conSidered these alternatives

• (1) Have Jacque work with Bruce on a full time baSIS until Bruce had the knowledge
to keep the system functiOning smoothly

• (2) Have Bruce come to him (the Manager) for assistance and not Involve Jacque
In effect, the Manager would take over the training

• (3) Send Bruce to some speCial training program that would give him the knowledge
he would require
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• (4) Let Bruce continue as he has with the expectation thattnal and errorwould make •
the lessons stick

• (5) Remove Bruce from the assignment and try to find another Analyst Internally or
from the outside who could take over the system

• (6) Have Jacque train Bruce on a regular basIs (so much scheduled tIme a week)
Bruce would go to Jacque between scheduled times when he faced a problem
Jacque's pnontJes would be protection of the system and Bruce's development

12 Selection

The ObJectIve-SolutIon method IS used to select the alternative In this case The Manager
had screened out alternative (5) since It did not fit his objectives

Relative Worth
#1 #2

ALTERNATIVES

#3 #4 #6

Objectives Index Wgt Index Wgt Index Wgt Index Wgt Index Wgt

10 10 100

Jacque on 6
new Project

10 80

10 60 •
72

90

6 36

9

9

72

30

9

33 30

5 40

10 60

7 70

7 56

10 6061

8

Protect
System

Tram
Bruce

B

A

c

o Morale and 4
commitment

1 4 5 20 6 24 5 20 7 28

E Time 1 1 1 1 1 7 7 6 6 5 5

191 207 161 188 231

The Manager then gave each objective a number starting with the lowest one ProtectIng the
system had the highest rankIng The Manager then went through alternative 1 and gave each of
the objectives a fulfillment Index ratIng USIng the "odds In 10" (the POSSibilIty of thIS objective being
reached by the alternative) He then multiplied the fulfillment Index by the pnonty number to obtaIn
the weighted figure The weighted column was then totaled

The alternative which came out WIth the highest weIght was 6

ObViously, the Manager had to use Judgment In determining the fulfillment Index In alternattve 1,
the Manager felt that objectIves A and B would be achieved well since Jacque and Bruce would
be working almost In partnershIp However, Jacque would have little time for her new project
Furthermore, neither Jacque nor Bruce would like thIS arrangement It would also take a lot more
time In alternative 6, Jacque would spend time With Bruce on only those areas In which Bruce
needed help, meet With him on a regular baSIS, keep an eye on the system, and stili have some
time for her new project There rmght be a bit more risk to the system With alternative 6, but the
Manager felt thIS was a reasonable one to take •
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IOPERATIONAL DEFINITIONS I
Every time that a dimension of a specification or a problem eXists, It IS necessary for the parties
Involved to reach operational agreement on what constitutes "good or not good" In that dimension

There are three basIc ways that dimensions apply

ABSOLUTE

• the presence of absence of any "On-oft" dimension (all or none)

RELATIVE

• the degree of a dimension as "Compared to," somewhere between 00% and 100%
of some objective charactenstlc

SUBJECTIVE

• the subjective assessment of an "I think "dimension, usually by the use of a
standardIZed checksheet

Sources and Process Owners should establish Resource Requirements, Process Owners and
Users should establish Result Requirements They should reach consensus on operational
defimtlons

Some Universal reqUirement categones follow

MEASUREMENT DIMENSIONS
In every case, the User IS our "customer" Sometimes, our customer IS Internal (I e within our own
organization) Other times, the customer IS an ultimate customer, external to our organIZation It
doesn't matter whether the customer IS Internal or external we need to be pleaSing our
customer meeting their needs, first time, every time

Juran calls quality cntena the ''fltness-for-use'' cntena and he demonstrates several examples
DaVid Garvin of Harvard Business School suggests eight quality dimenSIons we can use as
gUidelines for developing operatIonal definitIons

1 PERFORMANCE

capability of performing baSIC function as Intended

EXAMPLES

Product/Service Function

•

Airplane

Automobile

TeleVISIon

Lawn Service

Accountant

Paycheck

Maintenance Request Form

Bulb
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Flight

Transportation

Picture/Sound

Grow Grass, Not Weeds

Accurate books

Draw Funds From Bank

Identify Needed Maintenance

PrOVide Light



Most of these quality measures are absolutes the product or service either provides the function
or It doesn't A failure In "performance" IS conSidered a "complete failure" If we were weighting
the cntena with relative weights performance cntena are always "10 "

2 FEATURES

•
supplements to the basIc function

EXAMPLES

Product/Service
Airplane

Automobile

TeleVISion

Lawn Service

Accountant

Paychecks

prOViding related benefiCial functions

Add-on Features/Benefits
Reading lights to read by
Air vents for comfort
Seat belt for safety

Air conditioner for comfort
RadiO for enjoyment
Cruise control for easing leg strain

Stereo sound for enjoyment
Automatic fine tumng for better reception
Remote control for ease of operation

PestiCIdes for pest control
Aeration for better growth
Herbicides for weed control

Tax service to meet IRS reqUirements
Reports to Inform owners, shareholders
Audit to Increase credibility

Direct depOSit to expedite draw
Detail stub to Inform reCipient
MICR to automate banking transaction

•
Most of these are also conSidered absolutes or "10" on a scale of 1 to 10

3 RELIABILITY-

probability of malfunctlomng or failing Within a tlmeframe

EXAMPLES

• Mean time to first failure

• Mean time between failures

• Failure rate per unit time

• Downtime per tlmeframe

• Average response time (for response to service request)

• Missed apPointments per Unit time

• Mean waiting time (e g number of nngs)

Reliability IS relative to time A lower probability of failure IS conSidered better a lower response
tIme IS conSidered better It IS unlikely that any product Will last forever or that any service response
will be Instantaneous
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4 CONFORMANCE

degree to which a product or service meets estabhshed standards

EXAMPLES

• Underwnters Laboratory (UL)

• Good Housekeepmg Seal

• OSHA Requirements (Safe)

• EEOC Requirements (Valid)

• Englneenng standards, measurements

• Generally Accepted Accounting Practices

• Other legal, ethical or moral standards with a commonly accepted basIs

Conformance requirements are those which Deming suggests require "operational definitions",
many of which are already In place

5 DURABILITY

the amount of use one gets from a product before replacement IS more economical than repair

EXAMPLES

• Life expectancy 10 terms of
hours of use (e g bulbs)

- cycles (machine operations)

- take-ofts/landlngs (airplanes)
- miles (tires)

years (roofing matenals, paint)

• Life expectancy of organizational strategies
- will It be meeting needs today and tomorrow?
- will your Ideas withstand the test of time?

Durability IS usually a trade oft between product charactenstlcs and economics It IS relative As
repair costs go up, replacement IS more feaSible If replacement costs nse, repair makes more
economic sense For example, repamng an old microwave oven for $200 doesn't make much
sense when a new one costs only $139 Many electronic products (espeCially personal computers)
do not have high durability when the opposing factors are conSidered

6 SERVICEABILITY
the speed, courtesy, competence and ease of maintenance and repair

EXAMPLES

• Duration of downtIme

• ComplaInts per Unit

• Mean time between complaints

• Mean time between service calls

• Number of repeat calls on same problems
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• Availability of service personnel mean response time

• Repairability ease of getting to components for repair (teardown time)

• Mean time It takes to repaIr

• Complaints on service personnel

All of these translate Into how "hassle free" the circumstances of needed maintenance and repair
are

7 AESTHETICS.

the appeal of the product or service to the five senses

EXAMPLES

• How It looks, e g
color trueness or match
cleanliness
absence of dents, scratches, marks
appealIng (food or personal appearance)

• How It sounds, e g
bass and treble

- pleasantness
- absences of nOises, rattles, squeaks

• How It feels (touch), e g
- texture
- absence of roughness

• How It tastes, e g
fresh

- flavorful
- absence of foreign tastes

• How It smells, e g
- pleasant
- aromatic

Many of these are subjective and can only be assessed by denvlng operatIonal defimtJons and
uSing checksheets that reflect these defimtlons

8 PERCEIVED QUALITY

Inferences made about products or services from advertising, pubhc Image, brand name, place
of manufacture, etc

EXAMPLES

• Percentage recogmzlng brand, trade name

• Advertisement memory/recall

• Presence or absence of folklore

• Generic "branding" (Kleenex, Xerox, Frigidaire)
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• Industry standard for companson (IBM)

• Reasons for contact or purchase

• Pnor experience

Most of these cnterla requIre market research involving customer surveys, panels or focus groups
Quality IS determined by changed perceptions over time, e g "MADE IN JAPAN"
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IPARETO CHARTS I
Pareto charts (named after Alfredo Pareto, a mathematician) are used at any time that It IS
necessary to separate the "vital few" from the ''trivial many"

A Pareto chart IS a frequency dlstnbutlon chart arranged In ascending or descending order

Several examples follow to demonstrate the construction and value of Pareto charts

MASSAGING DATA
Quite often, we use the term "average" to descnbe things Many of us do so Without qUite realIZing
what we are talking about For example, suppose the boss IS measunng how much work three
ElectnClans do In an hour (Call the Electnclans A, B and C)

• A handles 1 run/connection

• B handles 4 run/connections

• C handles 10 run/connections

Average IS determined by adding the total number of run/connecttons and dividing by the number
of people who did them Average IS also called ''the mean"

Number of run/connections divided by Number of Electnclans
=15/3 =Average or mean of 5

• Old anyone run an "average number of run/connections"? NO!

• Don't all three Electnclans have an average of 5 run/connections per hour? YES'

• Should we conclude that everyone should be able to do an average amount ofwork
every hour (5 run/connections)? Why or Why not?

No Because average IS an after-the-faet number that IS denved after the results are
In Averages do not proVide US with useful data for predictions because there are
seldom any inputs or processes that are average They are above or below average,
but not exactly the mean The data descnbes EFFECTS not CAUSES, and IS not
useful for predictions
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• MASSAGING DATA

In addition to mean, there are two more terms used to descnbe numbers In a group when
we massage them or arrange them

MEAN IS the average (as we have seen)

MODE

MEDIAN IS the middle number In a range of numbers or a plotted
distribution of numbers

IS the most frequently occumng number In a set of
numbers

ConSider the follOWing collection of data on the number of wooden poles that had to be
replaced last year because of damage from automobile accidents All locations with
replacements are listed

•

LOCATION

M

N

o
P

Q

R

S

T

U

V

NUMBER OF REPLACEMENTS

3

1

1

2

6

1

1

11

2

2

What IS the mean number of replacements per location? 3

What IS the median? 2

What IS the mode? 1

How many replacements can we expect at location W next year? Why? ????

We don't know because the numbers are not predictive The data only tells us to
do something about locations T and Q It does not tell us the CAUSE

• (USE THE NEXT PAGE TO REVIEW THE PLOTTED FIGURES)
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MASSAGING DATA •
OCCURRENCES (Place one "x" for each occurrence)

11 x

10 x

9 x

8 x

7 x
6 x x

5 x x

4 x x

3 x x x

2 x x x x x x

1 x x x x x x x x x x

LOC T Q M P U V N 0 R S

RESULTS (Show where the two Intersect) •11 *
10

9

8

7

6 *
5

4

3 *
2 * * *
1 * * * *
LOC T Q M P U V N 0 R S

The crew who discovered thIs problem went to locabon T and found that It was
on a curve at the bottom of a hili They recommended moving the pole on a new
nght-of-way about ten feet from Its location TheIr solution was Implemented and
there have been no replacements Since
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• MASSAGING DATA

Here IS the data on the number of replacement tires used on the ten vehicles In one dlstnct
last year These are field replacements and are not related to tire wear or mileage

What IS the mean? 1 1

What IS the median? Artificial median 5 (Between two middle numbers)

What IS the mode? 0

•

Vehzcle Inventory #

#621

#622
#623
#624
#625

#626
#627

#628
#629

#630

Number ofTzres

o
1

o
o
o

4

2

o
1

3

•

Since all tires are the same Size, how many tires should the dlstnct keep In Inventory
for the year? Don't know'

How many tires can the dlstnct expect to use on vehicle #624? 0 On #626? 4

There IS no eVidence to suggest that It will be any different from the past The
data doesn't reveal CAUSE, It only shows where to look for CAUSE

(USE THE NEXT PAGE TO REVIEW THE PLOTTED FIGURES)
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MASSAGING DATA

OCCURRENCES (Place one "x" for each occurrence)

4 x

3 r r

2 x x x

1 x x x x x

0 x x x x x x x x x x

626 630 627 622 629 621 623 624 625 628

•

RESULTS (Show where the two Intersect)

4 *
3 *
2 *
1 * *
0 * * * * * •626 630 627 622 629 621 623 624 625 628

In the real story, the dnvers of 626 and 630 were the best In the dlstnct They
follow the rule of getting the vehicle at least 4 feet off the hIghway In the country,
this often puts them anto the trashy ditch or fence row, prodUCing flat tIres
Interestingly. these were the only two dnvers In the dlstnct without an accident for
the year You see, data can be very misleading If you do not know the CAUSE

•
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• MASSAGING DATA

Following are the data on the number of repairs that have been made on a number of small
motors In the plant over the last year

Motor# A1 A2 A3 A4 81 82 83 84 C1 C2 C3 C4 01 02

No RepalrsO 4 1 12 2 1 o 0 632 o 5 1

Ifwe rearrange the data on this graph, In order from most repairs to least repairs, we have

No Repairs

12 11:

11

10

9

8

7

• 6 *

5 *

4 11:

3 11:

2 * 11:

1 * * *

0 * * * * *

Motor # A4 C1 D1 A2 C2 81 C3 A3 82 D2 A1 A1 83 B4 C4

What does the picture tell you?

•
Fmd the CAUSE of A4, C1, 01, A2, and C2 repairs
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MASSAGING DATA
Consldenng that there are 14 motors, each motor represents 71% ofthe total motors

There were 37 repairs, so each repair represents 2 7% of the total repairs

CUMULATIVE

No. of Motors %of Motors Repairs No (Worst)% Repairs No. (Best)%

•
1

2

3

4

5

6

7

8

9

10

11

12

13

14

71

142

214

285

356

427

498

569

640

711

782

853

924

100

12

18

23

27

30

32

34

35

36

37

37

37

37

37

324

486

621

729

81 0

865

918

945

973

100

100

100

100

100

o
o
o

o

1

2

3

7

7

10

14

19

25

37

o
o

o

o
27

54

81

135

189

270

378

513

675

100

•

Which motors should be replaced If the budget only allows for four new motors?

A4, C1, 01 & A2

Why not replace four at random?

The average IS 27% of repairs per motor, a random replacement can only hope to get a
108% change

Why not A1, 83, B4 and C4? No change In the number of repairs

We may conclude

There were a total of 37 repairs on 14 motors Does that Indicate an average of 2 64 repairs per
motor IS what we can expect (the mean or average)? Does that show that we should expect 4
repairs per motor (the median)? How about 1 repair per motor (the mode)? The Pareto pnnclple
shows that we will have to use Judgment The maJonty of repairs were done on only a small
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percentage of motors By contrast, the majonty of motors had only a small percentage of repalrs-
Smce each motor represents 7 1% of the total, we can show results two ways One IS In the order
of most repairs

We can conclude that only about 30% of the motors account for about 70% of the repairs Or, we
can show It In order of least repairs

We conclude that about 70% of the motors account for only about 30% of the repairs

The Pareto pnnclple IS also called the "70 - 30 Rule" We can apply It to nearly all aspects of our
business For Instance

• 70% of repairs come from 30% of motors

• 70% of our time IS taken by 30% of our problems

• 70% of cases of tardiness are logged by 30% of employees, etc

The Pareto pnnclple means that we will have to be careful In viewing data which distorts the true
picture We will want to be sure we separate the vital few from the tnvlal many In looking for
problem causes and solutions

• By replacing the proper four, according to a measurement of repair frequency, we
can expect to reduce our repairs by 72 9% That's a real bonus ofeffective problem
solVing

• By replacing the motors at random, without the standard, we might well replace the
four which do not require repair and we Will have reduced our repairs by 0%, even
by putting In four new motors

In actual fact, the faUlty motors had been repaired by a certain repair shop They were
the only ones to fall, repeatedly The solution was to change vendors

SUMMARY OF IIMASSAGING DATA" EXERCISE
One Interesting factor about problems IS that the Information we need to solve the problem IS nght
In front of us we just cannot see It We may have to arrange and rearrange the same Information
In order for the CIE to be revealed or the solution to become eVIdent

Qurte often, we are faced wrth calculations, measurements or readIngs off of scales and gauges
Each figure may not make much sense The collection of figures may not make much sense unttl
we organIZe them In ways that reveal a "pIcture" of what IS happening

The sIgnificance of mean, median and mode become very apparent after we massage data The
Importance of the "Pareto" pnnclple (70 - 30 rule) also becomes eVident

When we have problems on the job, we may only be able to find causes and solutions by massaging
data along a time hne, according to trends In readings, by companng one element to another and
by vanous forms of plotting

When It IS not our responsibility to compare data but only to collect or record It on forms, we should
take our responsibility very senously If we do not collect accurate data, 11: Will not be pOSSible for
someone else to massage It
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IPSP WORKSHEET I
A PSP Worksheet IS used with BasIc AnalysIs for two purposes

• to keep track of our facts

• to ensure we find good solutions

Complete the PSP Worksheet as follows

• EFFECTS
List all EFFECTS, uSing one line for each EFFECT To ensure enough room to
work out the other columns, It IS helpful to put one EFFECT on every-other hne

• CAUSES

Brainstorm possible CAUSES for each ofthe EFFECTS List the possible CAUSES
on consecutive hnes of the CAUSES column

Make sure that there IS listed a pOSSible CAUSE for every EFFECT (ThIS IS Step 7 of BA)

Then, complete step 8 ofBA to ensure that the CAUSES could cause ALL of the EFFECTS Cross
off any pOSSible CAUSES that don't match

• OBJECTIVES

DetermIne what your objectives are They fall Into two categones
- DeSirable Effects

For each deSirable effect, the objective IS to "leave It alone" Don't do anything
that would cause the deSirable effects to change or disappear

- UndeSirable Effects

For each undeSirable effect, specify exactly what effects or results you would
hke to see Instead

• ALTERNATIVES

Finally, for every CAUSE that IS a part of the problem (those you have not crossed
off) and for every OBJECTIVE that requires a change, create alternatIVes

The alternative IS only useful If It fixes the CAUSE and achieves the deSired
OBJECTIVE You may require a combination of alternative Ideas until you take
care of all CAUSES and all OBJECTIVES

If you can't think of or find alternatives that take care of all CAUSES and OBJEC
TIVES, and you've done your best, settle on the best compromIse among the
alternatives you've conSIdered
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IPSTP WORKSHEET I
We use a PSTP Worksheet to Identify "Internal and External Customer" requirements or standards

After analysIs to the appropnate level (whether Job AnalysIs, Task AnalysIs or Task Detailing) we
move to Product/Service-To-Process ConversIon for each task

Use one PSTP sheet for each task

• PROCESS List the task under "process"

• RESULT list each output, result, consequence or tangible outcome of the
process

• USER LIst the reCIpient of each result

• RESOURCE LIst each resource that IS requIred as an Input for the process

• SOURCE LIst the normal source and contIngency or backup source for each
resource

• RESULT REQUIREMENTS By a JOInt effort between the user and the Process
Owner, define all Result ReqUirements These are your customer's requIrements

• RESOURCE REQUIREMENTS By a JOInt effort between the Process Owner and
the Source, define all Resource ReqUIrements In thIs case, you are the customer,
and these are your requirements
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IPRO-CON PROCESS I
1 List the alternatives, uSing the objectives as gUidelines

2 Alternatives which do not meet the requirements of obJecttves should not be Included

3 Test each alternattve by predicting what IS likely to happen If It were Implemented

4 List the pro's and con's of each In terms of such things as cost, Impact, nsks, and benefits

5 Choose the alternatIve whIch appears to give the maximum advantages and minimum
disadvantages

A suggested way of handling the sorting out of alternatives IS to construct a sImple three-column
form, similar to the follOWing, uSing as much space as needed

Alternative Pro's (Advantages, Benefits) Con's (DIsadvantages, Costs, RIsks)

1

2, etc

IRANK ORDERING I
Rank ordenng IS a way to force deCISions on Importance among several alternatives It can be
used effectively for up to fifteen Items or so Beyond that number, It IS best to use Multi-vote or
Nominal Group Technique to reduce the number of Ideas so they can be grasped and processed

The Instructions are very Simple

• Mark the most Important Item "1 "

• Mark the next most Important Item "2 "

• ContInue until the last Item IS numbered as "n of n" where "n" equals the number
of Items

Agreement among indIviduals IS reached by follOWing the Consensus groundrules
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IRESOURCE ANALYSIS I
We use Resource AnalysIs to determine If Resource deficiencies caused a problem and/or to
program the needed Resources

A RESOURCES DEFINED

In our analysIs, we will need to know how to recogmze resources or resource deficienCies To
assist US In dOing that, we will look at resources as mne categones of Items Any of these, or a
combination of them, may be needed for a particular task or operation

1 FaCIlities

By faCIlities, we mean the bUJldlngs, furnishings and normal work environment that IS
needed For distilling water, we would expect to have a condenser For prodUCing steam,
we would expect to have a bOiler For a computer terminal (on line) we would expect to
have a mainframe computer In place, somewhere, that IS acceSSible by cables or commu
mcatlon (telephone & data) faCIlities

Normally we Will be concerned With analYZing facilities to uncover defiCienCies only when
we are looking at new and changed Job tasks In these situations, we do analySIS to define
the facilities which must be put Into place or made acceSSible For routine tasks and Jobs,
we can assume that facilities (the desk and other furniture, for example) are In place When
we know that we have a problem In process or performance, we Will want to check the
faCilities to see If they are present and appropnate

2 EqUipment (Machines)

We Will examine the area of equipment whenever the task or operation IS wholly mecha
nized or when the performance of an employee IS dependent upon some machine
Machines may be of the mechanical vanety or they may be hydraulic, electro-mechanical,
or electronic Larger types of equipment may consist of all of these types of parts

We lookat equipment In our analySIS In orderto determine If It IS compatible In ItS capabilities
with what the task requires Then, we Investigate to determine If there IS any form of
machine malfunction which affects results

3 Matenals (Re-Usable)

Matenals are those Items which might be used time atter time In the performance of a task
An example would be a pen and penCil set Similarly, an electrOnics techniCian might use
a volt-ohm meter or a resistance tester with probes, as test matenals A nurse might use
a thermometer or a stethoscope All hand tools would fall Into thiS category of resources

We examine matenals In our analySIS because matenals, like equipment, often are
anappropnate to the task are missing altogether, or are defective In one or more specifica
tions

4 Supplies (Expendable)

Supplies are used up In the performance of the task For office people, supplies would
Include such Items as paper stamps envelopes forms and typewnter nbbons For
mechamcs, we might Include parts, lubncants, welding rods and vanous sealing com
pounds

The Idea of analyzing the supply category IS to look for supply needs that are not met
When supplies are missing or are Inadequate, processes are affected and results are
defiCient

5 Tools Of The Trade
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Every profession has ItS own sources of technical data whIch are essential to performance
Bluepnnts, speCifications, catalogs pnce books matenal lists, reference manuals, policy
or procedure manuals, gUidelines. and other elements frt Into this category of resources
We analyze this area to check for the eXistence of the ''tools'' and the degree to which they
are timely and accurate

6 Fmances (Money)

Most of us will be affected by concerns for finances In one of two ways we either have to
have bUdgeted dollars as resources or we have to have cash At tImes, we may require
both We analyze finances as a source of deficiencies because budget allocation of funds
or the availability of cash have to have sources If these sources aren't present or timely,
tasks may be held up or prevented

Some of us may be Involved In creating a source of funding and/or acqulnng the funds from
that source When this IS the case, (as In procunng a loan for a new bUilding program) the
avallabllrty of the resource may determine whether numerous tasks, jobs and projects are
carned out

7. Time

Time IS an often-Ignored resource In many srtuatlons, It IS not even considered as a vital
Ingredient ASSignments are made which exceed the capacity of the machines Perform
ance assignments are expected of people when It IS recognized that the added burden
makes the Situation Impossible PrOViding time, on the other hand, IS a matter of properly
organiZIng a working schedule for jobs or tasks that are needed

"Lead time" IS another Important conSideration where there IS an Interdependency among
tasks Real coordination IS called for

We analyze tIme as a resource to make sure that the appropnate Interval oftlme IS available,
at the nght time slot, In coordination With other schedule elements

8 Information (Data Input)

Information, as a resource, IS similar to time, It IS not conSidered as a part of the planning
and scheduling efforts of many Yet, many tasks are totally dependent upon receiving
Information from others When we conSider all of the Information collection deVices (forms)
whIch flood our organization, we can surely see how many operatIons are based on the
flow of data Routings are often complex

We examine Information In order to spot gaps, overlaps and VOids In the Information flow
of a Job We evaluate the completeness and accuracy of the communication channel as
well as the message We examine the timeliness with which data reaches performers,
particularly when thiS Information constitutes the tngger event or control for a task or
operation

9 People (The Human Resource)

Whenever a task IS not fully automated, we will find a need for a human performer
Identifying the WHO In the task IS a normal planning and scheduling activity Often, It IS
done well, at times, It IS done poorly

The more common diffiCUlty In assigning and allocating people to Jobs IS that managers
and supervisors assign "whomever IS available" ThiS becomes the source of many
resource defiCienCies

HaVing someone to do a task IS less than half of the battle The real struggle IS havmg
someone who IS qualified to do the Job In Resource AnalYSIS, we Identify the qualifi
cations that are needed for a task Then, we attempt a match between available persons
and these cntena Whenever there IS a mismatCh, there IS a human resource defiCiency
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For any task, there may be other required resources which do not fit convemently Into these
nine categones In Resource AnalysIs, we list and examine them There IS nothmg magical
about the Identification of them or their bemg grouped mto categones Rather, this
Identification IS essentral for the Resource AnalysIs process

8 RESOURCE ANALYSIS PROCESS

The steps that we take to complete a Resource AnalysIs will follow a Simple pattern Basically,
the Intent IS to 1) Analyze the element, 2) Identify any deficienCies, and, 3) Determme and take
an action which will correct the deficiency

Resource analysIs uses seven steps to accomplish these three objectives Of course, we cannot
begm the use of the seven steps until we have prepared a thorough analysIs or breakdown of the
task or operatron 10 questron These Items are prerequlsrtes Assummg that they are completed,
we can begin this process

1 Identify The Resources Needed

The first step IS to accurately descnbe all resource reqUirements for the task or operation
The degree of speCIficity here IS cntlcal This IS the time and the place for us to go Into
great detail to ItemIZe all Items requIred for the process We do not want to make any
assumptions or take any mgredlents for granted

The best approach IS to systematically examine each of the nine categones of resources
to determine If any are applicable to the task or operation Any that are apphcable are
spelled out 10 conSiderable detail

• What resources are needed?

2 Detemune Quantity ReqUirements Or DeficienCies

After Identification of the reqUired Items, we look closely at the SItuation which reqUires the
resources and we ask Are each of these available m the nght quantIties for satIsfactory
performance of the task? Ifthe task IS a routme, repetitIve task, we are asking Ifthe required
amount IS normally available If we are examlnmg a umque and rarely performed function,
we are asking the question In a absolute mode If we are dealing with a specific problem
that we are trymg to solve, we are asking, 'Was each resource avaIlable In the proper
amount for satisfactory performance?"

• For routme tasks

Are the required amounts normally avaIlable?

• For unique or one-of-a-klnd tasks

Are the requIred quantrtles available?

• For solVing problems

Were the required amounts available?

3 Detennme Location ReqUirements DefiCienCies

There are many times that resources are available, but they are not at the location where
they are needed ThiS step IS Intended to Identify such dislocation defiCienCies We Simply
answer one of these questions

• For routine analySIS

Are the resources where they should be for proper performance?

• For solVing past sItuations

Were the resources where they were supposed to be for satisfactory performance?
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4 Determme TIme Requirements Or TImeliness Deficiencies

Resources that are available should be scheduled to amve at the location where needed
and when needed We don't walt until they are needed to order them We think ahead
Having resources on hand too early can also present a problem So, we ask and answer
some questions

• Arelwere the resources In place at an appropnate time for satisfactory
performance?

• Arelwere any available too soon so that they Interfere with proper performance?

• Arelwere any too late so that performance Islwas delayed or Islwas ImpOSSible?

• Does the situation present a tlmeframe for amval and staging of resources that
makes It ImpOSSible to have all resources In a timely manner?

5 Determme Quality SpecificatIons Or DeficiencIes

Problems are caused by resources which do no meet the speCifications needed for a task
We have already Identified how the lack of the proper qualifications will hInder the
performance of the human resource Similarly, machines wrth the wrong specs, parts of
the wrong SIZe, or "old Issue" forms can have negative effects of performance oroperations
We need to know

• Are the resources up-te-par In terms of any defined or definable
speCifications,

- cntena,
- standards,

qualifications,
Issues,
tolerances?

6 For DefiCienCies, Identify Resource Substitutes

The Ideal way to correct a defiCiency IS to correct It within the factor In which It IS found
Nowhere IS thIS more true than In the resource factor The Ideal way to correct a broken
machine IS to replace It with a working machine The best way of handling a ''wrong Issue"
form IS to substitute the "nght Issue" of that form The best option open to us for dealing
WIth a situation In which a qualified performer IS III, IS to replace that performer with another
qualified performer

In order to complete thiS step, we will examine the POSSibility of two types of corrective
actions within resources One IS a direct replacement and the other IS a substitute

a Direct Replacement

A direct replacement IS made whenever It IS pOSSible to eliminate the faulty or defiCient
resource and put In ItS place a like resource that does not have the fault or defiCiency

b Substrtute

There are many times that Substitution IS pOSSible Examples will help c1anfy thiS

Suppose I am about to make a cake and I realize that I have no cake mix (pre-mixed
Ingredients) I may be able to substitute Ingredients that are not pre-mixed, I make
It from "scratch II

While wntJng a letter, I find that my pen runs out of Ink Since I have no refill for It,
I have to look for another way I may find that It IS perfectly okay for me to substitute
a pencil for the pen
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According to my schedule, I may not be able to allocate 4 hours to a project this
week By sUbstituting a different tlmeframe (next week), I can arrange to fit It Into
the schedule

If the computer IS "down" and I cannot get a pnntout that I need for a report, I may
be able to have the data Input documents delivered to me Note that this IS a
substitute resource, but It also requires changes In performance We will find that
this IS not unusual when we do not have direct replacements

There IS another form of Substitution that IS possible In some situations For Instance, If I
have a performer who lacks qualifications. I may be able to get satisfactory performance
by allocating additional time Or, when the calculator breaks down, I may substitute the
pencil and paper method of calculation (Again, thiS calls for a change In the type of
performance that IS needed )

7 identify Non-Resource Compensation

Where the attempt to correct a deficiency by replacement orSubstitution Within the resource
factordoes notfully correct the Situation, changes oralterattons In one or more otherfactors

- wtlr be neected VVe have JUSt seen some examples of mlnor-changes Let's look at some
illustrations of other factors where there IS no partial substttute In resources

a Structure for Resources

There are two typIcal situations which cause change In structure to compensate for
defiCIenCies In resources One IS where we change the definition of Jobs because of
different quallficattons of people Suppose one employee, who IS supposed to do a
chemical test, does not know how We may not have time to teach the employee
Instead, we compensate by temporanly assigning the task to someone who can handle
It

The other example IS when we change the starting or stopping of the task because of
a resource defiCiency For example, WIthout the computer working, we may change
the starting time and tlme-when-due of all of the reports In the Intenm, we assign all
those who were to be working on the reports to some other tasks

There are other compensations In structure for resource defiCIenCies (like delaying a
project until the next budget cycle) that are too numerous to mention The POint IS, we '
can compensate for known resource defiCienCIes by altenng WHO IS to do a task, or
WHEN It IS done, or WHERE It IS performed These are all functions of structure

b Operattons for Resources

It IS not easy to find direct compensations for resources within the operattons element
because most operation changes Will also necessitate some change structure or
performance or both However, we can Illustrate the operation portion of some
compensations

• Because manual performance of a routine task takes too long, we convert the task
to machine operations

• Because data mput by the mati IS not timely we prOVide computer access via a
terminal and a telephone hne so that the data can be obtained promptly

• Where new equipment IS not available to meet the specifications that were muse,
we may change the speCifications or the procedures so that a different way of dOing
the task allows use of the different equipment

• Then there IS the claSSIC make-or-buy option Suppose we cannot buy the parts or
supplies that we need, we may make them by setting up the procedures and
machine operations that are needed
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c Performance for Resources

Compensating for resource deficienCies by altenng performance IS very common The
process IS not always done With deliberate thought and evaluation, It IS often a reaction
(sometimes emotional) to the situation When given due consideration, substituting
performance for deficient resources can be qUIte productive

• Forexample, I may be dnvlng down the road when I get a flat tire on the car Because
of this resource deficIency, I may change my performance from "driving" to
"changing tires" If I find that the spare IS flat, I may change again to the task of
walking to the nearest source oftire repair Note that athorough ResourceAnalySIS
(examining the spare) beforehand may have eliminated the need for the emergency
shift In performance

• Where there IS not time for a performer to complete a task, yet the task must be
done by a speCIfic deadline, we amy require other persons to help the onglnal
performer While this IS a change of resources and structure, It IS new performance
for the others

• Where machines break down, we often compensate by dOing the operations
manually (by human performance)

d Combinations

In most situations, defiCIenCies In resources are likely to be overcome by adjustments
In resources, structure, operations and performance Many of the examples we have
already given Illustrate thiS fact The process of compensation for defiCiencies can be
complex this should remind us to keep It as simple as possible by looking for direct
replacements or substitutes In resources whenever pOSSible

SUMMARY

DefiCIenCies In resources affect the process of human performance or machIne operations and are
likely to show up as defiCienCies In results The best and easiest way to handle resource
defiCIenCIes IS to correct them With appropnate resources ThiS Involves accurately Identifying the
defiCIency, by analySIS, and then looking toward solutions What we are stnvlng for IS accomplish
ment of the "5 RIGHTS" for satisfactory results

Resources AnalYSiS enables us to pinpoint when one or more "nghts" produce wrongs
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IseATTER DIAGRAMS I
Scatter diagrams display the relationship between two vanables or elements We use Scatter
diagrams to detemllne the pattern of the relationship, If any

To use a Scatter diagram, we collect our data, then, we plot It according to the two axes (vanables)
of our data

Suppose, for Instance, we have been keeping track of our gas mileage and our speed on a long
tnp We stop every 2, 3 or 4 hours and calculate our average speed We also fiJI up the tank and
determme how much fuel we used Our data might look like thiS

After a little anthmetlc to determine mileage, we can plot a relationship between speed and mileage
(miles/gallons)

STOP Speed Mileage

•

1 61 227
2 47 258
3 39 246
4 58 238
5 44 266
6 32 288

SPEED •70
60 ..
50 •40 • •
30 •
20
10

22 23 24 25 26 27 28 29
MILEAGE

Then, we draw a "best fit" line among the pattern of dots we have displayed from our data What
does the hne show? It shows a very strong correlation between speed and mileage As speed
goes down, mileage goes up generally There IS one notable exception

On Scatter diagrams, we can have several relationships

• Positive Correlation (As A goes up, B goes up)

• Negative Correlation (As A goes up, B goes down)

• No Correlation (There IS no dlscernable pattern)

• Non-hnear Correlation (Where the pattern forms a curve positive correlation
changes to negative correlation or Vice versa)

• MUltiple Cause Correlation (There are two or more dlscernable patterns)

Scatter diagrams are helpful for determining cause We do have to be careful about Jumping to •
CtE conclUSions from correlations For example, there IS a positive correlation between age and
wages, but age doesn't cause wages
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• ISTRUCTURE ANALYSIS I

•

We use Structure AnalysIs to determIne If Structure defiCiencies have caused a problem and/or
establish Structure In the PROGRAM stage

The purpose of Structure IS to make It clear to each performer

what they are to do,

when they are to start dOing It, contmue dOing It, and stop dOing It,

where they are to be when they do their Jobs,

why they are to do what they do

In addition, Structure has to make It clear to each performer what they are to momtor and
report.

Finally, Structure must define when each machme operation IS needed In terms of starting,
runmng and stopping

For us to analyze Structure, we have to begin by looking at the ways Structure eXists In the
company

A RECOGNIZING THE DIMENSIONS OF STRUCTURE

There are four baSIC ways that organizations use to Identify who IS to do what We are familiar
with all of them, but we may not have viewed them as parts of "structure" Therefore, we Will get
a clearer view of each method or dimenSion before we attempt analysIs

1 Formal

The more obVIOUS form of Structure IS the formal organIZation structure that IS shown on
organIZation charts It IS based on the organIZing pnnclple of "departmentatlon" or
departmentalIZation" Thus, the organIZation IS diVided Into diVISions, departments, sec
tions and Jobs The breakdown IS shown on an organIZation chart and the ~obs (Job
positions) are usually descnbed by '~ob descnptlons" or "POSition descnptlons ' These
formal documents serve to define who IS to do what For example, the Accounting ,
Department does accounting work, the Englneenng Department does englneenng work
and people In Gas Operations operate the gas dlstnbutlon system

We should recognize that organIZation charts and Job descnptlons define Structure In only
a general way They are Intended to be long-term definrtaons of responsibilities or
accountabilities and are seldom explicit down to the task level Therefore, organIzations
use other ways of getting down to the nrtty-gntty

2 Forms

-- ------ - ---- -- --Thesecond-dtmenSIOn ofStTudure IsprO"lfIded by forms, formats and ieports----A form (or
format) IS a traveling document which transfers or conveys Information from one person to
another However forms also entitle or obligate the person who handles them to take
certain actions Let's conSider a common example, the personal check When someone
wntes a personal check, he orshe IS passing authonty to anotherto present the form (check)
for payment at a bank If properly authonzed, the check gives a Teller the nght to disburse
the amount of money shown on the check from the drawer's account

There are many other examples of forms and procedures which entitle or obligate the
onglnator, bearer, or recelver-In-clue-course to take certain actions Whenever there are
VOids, gaps, InconSIstencies, or ambIgUities concerning the form, there are problems In
getting the nght tasks done on tIme

• As a general rule, the answers to such questions as who, what when, where and why
should be spelled out 1) on the form Itself, whenever pOSSIble 2) the next best alternatIve
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IS that they are spelled out In some format which accompames the form 3) lastly, they •
should be clearly spelled out In a readily available reference, such as a Job aid, policy
manual or wntten procedure The Idea IS to make the structure clear to the person who
sees the form

3 Policy/Procedure

A thIrd dimensIon of Structure IS provIded In poliCIes and procedures As a general
definitIon, we mIght say that "poliCIes" are pre-made deCISIons and "procedures" are the
"how-to" of actIons or deCISions This dImenSIon IS based on the pnnclple of "procedural
authonty" that was discussed earlIer It means that a policy sp'ells out who can and cannot
make deCISions or take actions The procedure, In tum, specifies exactly how the deCISion
IS to be made or how the action IS to be taken by those who have ben authonzed to do so
by policy

As an example, we might consIder a purchaSing pOliCy and ItS related procedures They
spell out who may onglnate a Purchase Order and the dollar limIt that may be purchased
Similarly a discipline policy and procedure Identifies the requirements for onglnatlng
discipline wrth an employee QUite often such a policy or procedure Will spell out who IS to
be Involved, what approvals are required, what legal technicalities have to be observed
and what recourse IS available

The company uses poliCies and procedures to define how repetitive tasks are to be handled
ThiS formalIZed type of structure reduces the number of times that performers Indlscnml
nately act ThiS type of structure also serves to establish Uniformity and consistency

• Feedback Structure

Feedback, on the quality and quantity levels ofoutput, IS often used as tnggerevents
or control for operations or performance Structure must prOVide feedback to the
performer when there IS not a feedback loop Within the same operatIon Therefore,
the procedures of a task should spell out the source of feedback and what to do as •
a result of the feedback Where there IS no path for feedback to the performer,
there IS a Structure defiCIency

4 Temporary

Our organization uses another way of prOViding Structure It IS partIcularly appropnate for
non-repetitive types of tasks and we call It ''temporary structure II

Temporary structure IS prOVided on projects orassignments that are given to the performer
We normally give these projects or assignments by the process of delegation or instruc
tions Our analySIS must be Viewed as an audit of the quality of the delegation or the
Instructlon-glvlng process

Temporary structure also applies to

• Task Teams

• Project Teams

• Project Control Centers

• CommIttees

Temporary structure must spell out answers to these questions

• Who IS Involved? What IS the membership of the team or commIttee?

• Who has authonty? What type?

• What are the goals or objectives?

• What IS the tlmeframe of operations?

• Who has the ability to commIt for their departments/units? •
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• Where IS participation required on the scale from "mandatory" to "voluntary?"

• Where will meetings be held? When?

• What results are expected?

• What procedures are to be used?

BANALVZING THE DIMENSIONS

It should now be obvIous that an analysIs of Structure will have to address the dimension which
contains the defiCiency This IS not difficult All that we need to do IS follow a Simple five-step
procedure

1 Complete A Task AnalysIs

We would not begin a Structure AnalysIs unless we had some indication of a new task or
a task IS not being performed satlsfactonly or at all When we have such a Indication, we
begin In the same way that we begin most analyses We begin with a JoblTask AnalysIs

Typically, a problem will anse within a system or an Information flow, or a work flow, or a
project We begin to Investigate In order to Identify and prevent possible defiCienCies In
Structure, we have to break the system or project down to the procedural level It IS at this
level that we Will be able to locate potential defiCienCies In Structure

We W111~ave as a result of the JoblTask Analyses, a listing of all of the steps that are
Involved

2 Identify Resource Flow

We have to Identify the Inputs that are needed In order for the person or persons Involved
In dOing the work to be able to perform the work actIVIties There can be a sIgnificant
dIfference In the types of Input for vanous work For example, a power plant worker may
need 1) Matenal, 2) Tools, 3) Procedures, 4) Work Order A Planning Analyst may reqUire
1) 5-year Forecasts, 2) 1-year Forecasts, 3) Current data 4) General Research Data, 5)
Interpretations of Conditions, 6) Corporate Goals

Then we Identify the source of each Input This means to Identify from whom the Input IS
obtaIned These sources should be Identified by unit or POSition, not necessanly be the
names of indiViduals All sources should be Identified whether the Input IS obtained on a '
fonnal or nonformal baSIS For example, a mechaniC may get hIS tools by asking the
Foreman for them (nonformal) A worker may get hiS supplies by filling out a Storeroom
requIsItion (formal) A Buyer may get a purchase request by a Purchase ReqUisition
(formal) or a telephone request (nonformal)

Next, we Identify the outputs that result from the activities This IS SImilar to Identifying
Inputs and may Include such thins as fimshed assemblies or units, paperwork, reports,
completed "programs" on the computer, updated files or even "recommendations made to
boss"

Finally, we Identify to whom the outputs are forwarded This IS Similar to sources of inPuts
For outputs that are dlstnbuted It IS satisfactory to show such things as "Report to Planning
CommIttee" or "all DIVISion Directors "

With thIS background Information, we are ready to move to the next step of Structure
AnalySIS where we begin to see the source of authonty for deCISions

3 Identify Source/Location of DeCISions

The third step IS to Identify where all functional and procedural deCISions are made ThiS
step means Identifying the POSitions In the organIZation which normally make the deCISions
that control the person dOln!;! the actIVIties Sometimes deCISions Will relate to specific
actiVities At other times, deCISions are made affecting the work as a whole, rather than an
IndiVidual actiVity

143



There are two categones of decIsions, functional and procedural The POSition making the •
deCISions may be the same one

To Illustrate Identification of decIsion-makers conSider these examples A production Unit
may have functional deCISions made by the Foreman orJOintly by the Foreman and Planner
Procedural deCISions for standards may be made by the Engineer and for quality by a
Quality Assurance Inspector

It IS Important to Identify all who are directly Involved In deCISions, but not those who are
only indirectly or rarely Involved ThiS process of Identlfym~ the source of deCISions
prepares us for spotting gaps In the mformatlon flow from deCISion-makers to Job perform
ers

4 Identify Relationships Needed

Then, we Identify the relationshIp that IS needed between the doer of the activity and

• the one(s) from whom Input IS obtained,

• the one(s) who makes deCISions about actiVities,

• the one(s) who receives the Output

We are making certam that we know what IS needed before we begin an attempt to see
what could be missing

5 Analyze Degree of Structure That Is ExpliCit

Structure AnalySIS IS a matter of determining the degree to which the Impllcrt IS made
expllcrt We do the analySIS by companng what we have found to be needed against what
IS prOVIded by the organization We make no assumptions, assumptions are defiCiencies
In Structure Instead, we systematically examine the dimenSions of Structure to find the •
places that do not clearly spell out who IS supposed to do what and when

We should remember that we are looking at what the orgamzatlon does to prOVide
information to the performer for each of the steps of the tasks we are examining In dOing
SO, we Will recognize a defiCiency whenever any of the follOWing situatIons anse

• Start, stop or feedback IndIcation doesn't eXist,

• Start, stop or feedback Signal IS short Circuited, partIcularly If feedback loop IS used,

• Start, stop or feedback Indication eXists but IS not detectable by the performer
because of being
- too soonltoo late,

too largeltoo small,
- too fastltoo slow,

constant,

• Start, stop or feedback deVice (mechanical) IS
- inoperative,
- adjusted too sensItive or not sensrtlve enough,
- out of position

These situations are usually accompanied by remarks like the follOWing

"It's not my Job"

"I don't remember you saYing to do It "

"Someone was supposed to do that'"

"He knew It was hiS Job or at least he should have known!" •
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"How can It be confusing, It'S perfectly clear to me?"

''They should know betterl"

''Why can't they remember what they are supposed to do?"

''That's nowhere near good enough, what's the matter with those people?"

All of these kinds of comments reflect deficiencies In Structure which are not being
addressed There IS a large amount of room for Improved planning and scheduling by
Improving Structure In most cases, thiS will not Include changes In organizational
Structure Therefore, most of the necessary Improvements can be made without concern
for high level approvals, manpower plans, re-organlzatlon, hlnng or layoffs, and similar
major Items

a Are Job Duties Clear?

We begin by looking at the formal organization Structure We ask and answer a senes
of questions

• How do tasks break out across positions and departments?

• Who IS responsible for each task?

• Who reports to whom?

• Are the any tasks which are
- unassigned?
- ambiguous?
- duplicated?

• Are there any reporting channels which are
- Irregular?
- broken?
- undefined?

• What Informal relationships are necessary to get the job done?

• Which are actually used? Are they contrary to stated policy or practice?

• What approvals are needed for completion of the task?
are they appropnate?

- what cntena are spelled out for gaining the necessary levels of approval?
are they applied uniformly and consistently?
are there alternatives when an authonty IS not available for approval?
what are the allowable exceptions?

HAVE THE ANSWERS TO All OF THESE QUESTIONS BEEN MADE EXPLICIT TO
THE PERFORMER BY DOCUMENTATION AND DISCUSSION?

DOES THE PERFORMER UNDERSTAND? ARE YOU SURE?

b Are Forms, Formats or Reports Structured Adequately?

Where there IS a form, format (on computer systems a prompttng "screen") or report,
we examine how accurately and completely the responSibilities for use of the form are
spelled out We may do thiS analySIS by Simulation (answenng the questtons In our
heads), but It IS much safer to do the analySIS by observation or Interview of performers
who use the form ThiS IS accomplished by havmg two or more people answer the
questtons Independently Then, their answers are compared to each other and to the
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prescnbed answers Any answer which shows a dIfference represents a Structure •
deficiency

• Where IS the (form, format, report) to be obtained or where does It come from In
order to get to the performer?

• When does the performer concern him or herself With It? Why?

• Should the performer look for It or take action If It doesn't come? What action?

• What does the performer do If It IS not In ItS normal place?

• What tasks does It tngger?

• What parts IS each performer responsible for? Why?

• What Information does each performer get from It? Add to It?

• What does the performer do If the information IS not avaJlable?

• What venficatlon of Information IS needed? How IS venfication done?

• What approval or authonzatlon IS needed?

- whom? what limits?

- what alternatives are valid?

• What happens to It when the performer IS finished?

what copies?

- what routing?

- what filing?

- what follow-up? •

HAVE THE ANSWERS TO ALL OF THESE QUESTIONS BEEN MADE EXPLICIT TO
THE PERFORMER BY DOCUMENTATION AND DISCUSSION?

DOES THE PERFORMER UNDERSTAND? ARE YOU SURE?

cAre PohcleslProcedures Appropnate?

- When-we analyze poliCies and procedures, we-compare what IS called for In the
policy/procedure to what we have found to be necessary In the JoblTask AnalySIS We
analyze poliCIes and procedures that are formalin Informal, wntten and unwntten We
are most likely to find defiCIenCIes by observation or IntervIew of the performers who
do the tasks QUite often, defiCienCIes occur In the performers understanding or
interpretation of the policy/procedure ThiS IS stili a Structure defiCiency

We ask the follOWing questions about the policy or procedure We compare our
answers to what IS needed or what actually IS done

• What does the policy or procedure call for the performer to do In the way of tasks,
operations? Why?

• When?

• How often?

• What authonzatlons or approvals are reqUired?

• What alternatives are to be followed If problems are encountered?

• What relationships With others are required?

• What speCific feedback IS prOVided to the performer for each perfonnance?

• How does the performer recogmze the feedback?
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• What IS the performer to do as a result of the feedback?

HAVE THE ANSWERS TO ALL OF THESE QUESTIONS BEEN MADE EXPLICIT TO
THE PERFORMER BY DOCUMENTATION AND DISCUSSION?

DOES THE PERFORMER UNDERSTAND? ARE YOU SURE?

d Are Assignments Clear and Complete?

Temporary Structure IS prOVided when responsibilities are delegated, orders are given,
assignments are made or projects are scheduled To do a thorough analysIs of the
temporary Structure, we mIght repeat all of the questions we saw under the prevIous
three headings If we understand thiS pnnclple, we can audrt temporary Structure by
adequate answers to the following questions

• Have the reasons for the assignment been spelled out?

• Has the assIgnment been given clearly, In the language of the performer?

• Has the necessary background Information been prOVided?

• Are the deSired end results clearly spelled out?

• Is the tIming of the assignment made clear

starting time?

- pnonty?

- Interval, due date, or deadline?

• Are new or changed relationships between the performer and others spelled out?

• Are problem-solving, deCISion-making authonty IdentIfied? Alternatives?

• Are reportIng reqUirements specified?

• Are feedback mechanisms built In?

• Was the performer's level of understanding corrected? Are you sure?

SUMMARY

We analyze Structure to prevent or uncover potentIal defiCIenCies In the way starting, stoppIng or
feedback Indications reach a performer We can repeat a statement made earlIer "It does not
matter that these things may be perfectly clear to everyone else In the world It only matters that
they are clear to the person or persons who have to perform the task"

The solution to any lack of understanding or mIsunderstanding IS to make the Structure explicit by
documentation and diSCUSSIon
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ITREND CHARTS I
Trend charts are the same as Scatter diagrams They get their name because our purpose In
creatmg certain charts IS determine If there IS a pattern or trend to the data

After a trend has been established, we can use It to make predictions We Jook for these types of
trends

•
• Trend up

• Stable

• Trend down

• No discernIble trend random vanatlon

The chart that follows IS a multiple cause correlation (In this case 2 causes)

The probability of a trend continuing IS a function of the number of data samplings In the trend
Generally speaking, we need a minimum of three cases (pieces of data) to establish a trend We
can begin to make predictions at that stage Our probability Increases as more pieces of data fit
the pattern

We can use these gUidelines to help us spot when a trend eXists or when "special" causes eXist

• Within 1 Standard DeViation of the mean

- run of 7 cases In a trend

• Between 1 & 2 Standard DeViations

- 4of5cases •

• Between 2 & 3 Standard DeViations

- 2 of3 cases

• Outside 3 Standard DeViations

- any 1 case, or more

•
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IVISIONING I
ViSIOning IS a process that empowers persons rn an organIZation to pUll together When there are
problems of coordination, mIxed pnontles, and rnter-group conflict, ViSIOning IS needed VIsIoning
consists of MISSion, VIsIon, ObjectIves, Goals, and Programs

Any part of an organization especIally newly formed teams, should begin with vIsIoning

MISSION

The miSSion statement IS a short paragraph conveYing the Identity and direction of the organization
The MISSion clearly states why the organization eXIsts what ItS ultimate pornt or purpose IS

VISION

The VIsion IS a one page document summanzlng the vIsIoning results which Includes

• The ViSion statement or one sentence summary statement

• A Visual which plctonally communicates the ViSion

• A slogan which communicates the ViSion and elicits emobon and commitment

• Bnef definition or details which convey the major themes or dimenSions of the
ViSion

The ViSion conveys a state of excellence rather than a future time The ViSion IS wntten In present
tense to Imply that Immediate corrective action IS needed for the ViSion to be reality The target
audience for the ViSion IS ItS creators and not the stakeholders However, It should not be kept
confidential but shared with the stakeholders The ViSion IS not necessanly different from the
MIssion rn the tOPiCS covered nor the direction conveyed

OBJECTIVES

Objective statements are general but bnef statements for each key dimension Important In
descnblng what or where the organIZation Intends to be The dimensions my address stakehold
ers, resource areas, values, actions or attitudes but should only Include the few most Important
ones Objectives are general rn nature and do not Include measures or targets except In
non-specific terms

GOALS

Goals are statements of deSired results

They Include

• Measurable Targets

• Stretch ObjectIves

• Time Honzon

The set of stated goals for an organIZatIon, If accomphshed, should allow It to reach Its stated
MISSion and Objectives Goals define results and not activitIes A goal for one orgamzatlonallevel
may be an ObjectIve or even the MISSion of a lower organIZational level

PROGRAMS

Programs are statements of actIVIties to be performed They Include a definition of what IS to be
done, by when and with what resources Smce there are generally no corporate programs, the
programs of departments dIVIsIons and other lower organizational Units cause corporate goals to
be achieved
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IWEIGHTING I
Weighting IS a process that helps dlscnmlnate among Ideas or alternatives by Increasing the
anthmetlc differences In the values of the Ideas or alternatives

We use two forms of weighting

REVERSE RANKING OF OBJECTIVES

The "Reverse RankIng ofObJectIves" IS achIeved by reversing the numbers ofthe ranked objectives
to gIve the highest ranked objectIve the hIghest weIght

•

Objectives
In Rank Order

1

2

3

4

5

6

Reverse Rank
or Weight

6

5

4

3

2

1

•
CALCULATING RELATIVE WORTH

On your list ofobjectives, Indicate the relative Importance ofeach one Use a scale of 1 to 10 where
"1"ls least Important and "10" IS most Important

It IS helpful to assign a number "10" to an objectIve that IS obVIously the most Important and a
number "1" to an Objective that IS obViously least Important This creates a scale Then, assign
numbers to the remaining objectIVes uSing the scale as the reference

You may have several Objectives that are of the same relative Importance Therefore, you will
assign them the same number It IS not necessary that you use all numbers In the senes

For example, you may have these objectives for a new car purchase you deSire to make

Mid sIZe 10

Front Wheel Dnve 10

Maintenance service 7

Warranty 5

Sound System 2
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IWORKFLOW DIAGRAMS I
A workflow diagram IS a representative picture of the movement of Items In a process

We can create a workflow diagram for anything that moves However, they are most helpful when
we are tryrng to find the CAUSES of rnefficlency or when we are trying to plan for efficiency
Typically, workflow diagrams help the most In analYZing the flow of

• Paperwork

• People (movement to get the job done)

• Matenals or parts (such as In parts set up for manufactunng)

To construct a Workflow diagram, begm with a foundation that descnbes the flow area ThiS may
be

• Floorplan

• Plant layout

• Map
• Winng or piping diagram

• etc

Trace the flow of the subject Item on the foundation If necessary, use codes and legends to
differentiate overlapping routes

After tracmg, look for unnecessary or excessive movement and overlapping or retraced routes
Try to eliminate these by redeslgmng the process Into a more effiCient flow
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IGROUP DECISION METHODSI
We can Improve deCISion-making by recognIZing when to Involve a group and how much to Involve the
group In making the decIsion

When a group of two or more people IS gathered for the purpose of making a decIsion, there are five baSIC
ways to amve at the deSired end We should be careful to note that each way IS not Inherently good or
bad, Indeed, each method can be most appropnate for a given situatIon

Let's take a bnef look at each of these methods and Illustrate each one wIth an example that shows the
method being used In an appropnate sItuation

1 DecIsion of the Authonty

There are situatIons where we will conduct a meeting with one or more other people for the purpose
of getting some Input on a problem Once we have heard the discussion, we may make the decIsIon
or make a recommendation for a deCISion In such situations, the decIsion IS made by the authority
The other people who are Involved are In the Input part of the process, but not In the actual
deCISion-making A leader cites such a case

'We were haVing some difficulty getting the time records processed mtime to get the paychecks out on
schedule I had a clear pIcture of what had to happen, but I needed some Information on Just where we
were getting bogged down I called the accountmg people together and asked some questions about the
work flow As soon as the problem became clear, I redesIgned the procedure to have the week end on
Thursday The problem was cleared up m a couple of weeks and has not occurred agam "

DeCISions by the authonty In the group are appropnate when policy or procedure IS clear, the person
In authonty has the needed information and the end result IS not a matter of opinion or debate
It IS worth noting that "authonty" here Includes the full meamng of authonty Declslon-by-authonty can
be from thIS posrtlon of functIonal authonty or from the authonty that IS denved from specialIZed
knowledge or Influence

When we choose to use thIS method of making deCISions With a group, we should recogmze some
Important factors In the first place, ultImately, we will be accountable for every deCISion In any
event, authonty Includes accountabIlity Even though we have made a deCISion or recommendation
wrth the help of a group, we are accountable for the accuracy and timeliness of the information used
to make the deCISion Thus, when we use the resources of one or more other persons to lead to a
deCiSion (though rt IS actually made by us from a position of authonty) we are responsible

2 DecIsion by a Mmonty

The second type of deCISion IS one made by a mlnonty of those Involved An employee Illustrated thiS
type of declslon-maklng In an example It seems that the employee and a Matenal Speclahst were In
a group meeting WIth a vendor, working on the final specifications for a new purchaSIng contract for
cleaning supplies A deCISion was called for on the quantrty requirements Between them, the employee
and Matenal SpeCialist made the deCISion for the company and adVIsed the vendor representatives of
the result Even though much diSCUSSion took place, and numerous calculations were made, the
deCISion was made by a mlnonty of the people present

thiS type of deCISion In a group IS qurte common Where only a minority of people In the group
have the technical knowledge and/or responsibility for the deCISion, It IS appropnate that they
make It As deCISion-managers, we must know who the key players are We must also know how and
when to ellcrt a deCISIon from them for the group

3 DeCISion by the MaJorrty

The democratic process of group deCISion-making IS very common and well-known to most people It
IS a process of getting a vote on what IS deSIred, by the maJonty of people Involved It IS recogmzed
that everyone WIll not necessanly "have hIS or her own way," but the process does conSIder the Input
and chOIce of the majority

We have to know when to Involve a group of people In a voting process We have to be careful to
separate the vocal mlnonty from the maJonty And, we need to know when the cntena rule out a
democratic process Generally speaking, thIS IS not a very helpful method of makmg deCISions In
busmess
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4 Group Consensus

This type of group decIsion-making literally means ''the consent of the group" It IS not the same thing
as unanimous agreement Rather, It IS the situation where communications have been sufficiently open
and the group climate IS such that everyone feels that he or she has had a fair chance to Influence the
decIsion The deCISion IS a "best alternative" that the members of the group can agree IS workable and
that they can support Group consensus Involves a slgmficantly larger amount of time than the other
methods In order for the group members to hear everyone, diSCUSS differences and raise
objections Situations which are not clear-cut lend themselves to this approach

5 Unammous Consent

The perfect kind of decIsion might be unammous consent It may, at times, be deSirable to try to seek
such unanimity. but It IS not likely that It will be achieved For the most part. true consensus will be
enough We won't dwell on thiS form of deCISion-making because, In most Situations, It Will prove to
be highly mefficlent or even Impossible

WHEN CONSENSUS IS APPROPRIATE

Of all of these methods for making decIsions In a group setting, one requires a special set of skills and
gUldellnes- group consensus

Group consensus IS more appropnate In several circumstances

1 When the Use of Different Knowledge Areas are ReqUired

The effective pooling of the capabilities of a Wide range of experts, who are expenenced In different
areas, can lead to sound deCISions The knowledge, capability and expenence of each person IS at
least a little different from the others In the group When It IS deSirable to use thiS difference In capability
to Improve a decIsion, the consensus approach IS a useful tool ThiS IS particularly true at the outset
of new projects where a great deal of coordination and cooperation are essential

Consensus IS often an appropnate technique for people Involved In the deSign or modification of
products or faCIlities Final deSign IS usually drawn from the reqUirements indicated by a combination
of Inputs from operating experts With some adaptation to meet cost and safety standards There IS
rarely a clear-cut solution that one area of expertise can produce Instead, the knowledge and
expenence of several indiViduals must be brought to bear on the problem

Situations don't have to be thiS techmcal to utilIZe the capabilities of a group An IndIVIdual indicated
a case that IS an appropnate fit

We were trying to establish a training program on the computer for new people The manager and I have
a great deal of knowledge of the reqUirements and problems of the Job But so do the employees
themselves So we got them together In a group to outline what should be Included In the training We've
got a much better deSign because of thiS and they accept the need for training better too

The question IS - Do I need to draw upon the knowledge and expenence of others to make a good
deCISion?

2 When Dealing With Uncertainty

The second conSideration IS the degree of uncertainty In the factors surrounding a deCISion Generally
speaking consensus works well when uncertainty IS high When there are a number of unknown
factors. or vanables that Involve a number of people we might apply the consensus approach This
situation Will eXist In many long-range planning Situations It may be necessary to bnng together
hlstoncal data, prOjected needs and Significant changes that are anticipated At times It IS appropnate
to reach a consensus deCISion while consldenng resource availabilities and bUSiness cycles

3 When We Need to Reach Workable Agreement

By moving closer and closer to true consensus, we can see not only an Increase In the number of
persons who favor a deCISion but we can generally see more who Will commit themselves to Its
Implementation Getting as many people Into the act as pOSSible IS good for motivational reasons
People tend to support deCISions In which they have had some say Even when the final deCISion IS
not exactly what some might prefer, they tend to support It ThiS IS partially because they have had an
opportunity to air their objections or concerns and to have these conSidered and deliberated
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What the group attempts to do, In consensus, IS to come up with a solution which each member can
accept on the basIs of logic and feasIbilIty Two things happen 1) all of the members actually make •
use of the intelligence and insight of everyone before the decIsion IS reached, and 2) the process cuts
to a minimum the number of people who stili cling to "solutions" which have been eliminated for good
reasons A person can say, "It IS not a perfect answer, but It IS one that will work and that I can
live With" In effect, the group reaches operational agreement

4 When Others Should Be Involved?

Deciding whether or not to use a consensus approach also Includes giVing some thought to who will
be Involved In the deCISion-making group There IS no absolute way of determining who should be
Included, but we might try to answer these questions In our mmds
• Who has the Informatron that IS needed for the decIsion?
• Who has the technical competence or skills needed to make or Implement the deciSion?
• Who has responsibility or accountability for the deciSion or Its Implementatron?
• Does the deCISIon directly affect the person's Job?

When we consider the factors we have descnbed, we can deCide If we want to use a consensus
approach If we do deCide to use consensus, we will want to apply the consensus gUidelines and
groundrules that are In the groundrules section of thiS gUide

•

•
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IFOUR TYPES OF TEAM (PARTICIPATIVE) EFFORTS I
Within an organrzatlon, It IS possible to have up to four types of teamwork or participative efforts The four
types fit Into two major categones which help define some slmllantles between the types

NATURAL ACTION TEAMS

Natural action teams denve their name from the fact that they are performing the "natural" (normal) work
"actions" (Jobs) of the members There are two types ofnatural action teams I FUNCTIONAL, II CROSS
FUNCTIONAL

Functional and cross functional are similar In that they are both natural action the normal Job
Functional teams operate Within the organization's departmental boundanes whereas cross
functional teams are, by their very nature Interdepartmental Functional teams follow the chain of
command, the organization's lines of authonty, cross functional teams are "matnx" In that formal lines
are crossed and "position" IS replaced with "expertise" as the source of authonty

Both types of natural action teams use partICipative methods to Improve the way the normal Job IS
performed

TASK or PROJECT TEAMS

Task or project teams denve their name from the fact that they eXist for the purpose of carrying out a
speClfictask or project There are two types oftask orproject teams III AD HOC, IV REPRESENTATIVE

Ad hoc and representative teams are assembled to work on speCific tasks or proJects, both have the
specific purpose for their eXistence, both operate In addition to and outSide of the normal Job functions
The general rule for assembling an ad hoc team IS to obtain members who have the needed knowledge
and skills for the whole task or project In the representative team, the key factor IS representation,
each person IS chosen as a representative for a constituency, with Individual expertise being a
secondary cntenon

Neither task or project team IS Involved In performing the normal Job Instead, both types of task or
project teams use participative methods to make deCISions or solve problems that are beyond the
scope of the participants' normal duties

•

I

I.
II.
III.
IV.

IV
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ITHE FOUNDATION FOR ALL PARTICIPATIVE EFFORTSI •A great deal of the conflict over partiCipative efforts can be eliminated by establishing a foundation the
orgamzatlon which establishes teams (participation) does so to enhance Its position and further
Its eXistence It does not do so to eliminate Itself

There IS a commonly held desire (or fear) that the organizational structure will disappear with the
Implementation of partiCipative methods Nothing could be further from the truth Here's why

The organizational pnnclple of "departmentatlon" IS as sound today as It was centunes ago It spawned
the saying, "In the best of organizations, form follows function II Organizations derive their form (are
deparbnentlZed) because there are separate functions to be performed We diVide our organizations mto
departments, diVIsions, sections, Units, groups, shifts and crews because ofthe functions We group similar
functions together; we separate dissimilar functions The formal organization chart clearly reflects the
diVISion of functions

ADd tI1~i~~SOn for an organlzatloo having I~vels In a hierarchyJS the equally sound organIZational principle
of "span of control" According to thiS pnnclple, each person can only control (pay attention to and
coordinate) so many people and functions ThiS IS as old as Jethro's adVise to Moses when Moses
attempted to have a ''flat'' organization and do It all himself

"ThiS thing that you do IS not good both you and these people who are With you Will surely
wear yourselves out For thiS thing IS too much for you, you are not able to perform It by
yourself Moreover, you shall select from all the people able men, such as fear God,
men of truth, hating covetousness, and place such over them to be rulers of thousands,
rulers of hundreds, rulers of fifties and rulers of tens So It Will be easier for you, for they
WIll bear the burden with you" - Exodus 18 17.18,21,22

Finally, on the most practical note, the Board of Directors IS not at all likely to do away with all officers and •
managers of the organization dunng our lifetime

In conclUSion, look for the presence of the orgamzatlon In every team or participative effort. Teams
and partiCipation must be seen as different forms for the same functions They must eXist In and support
the organization

7
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I FUNCTIONAL TEAMS (Participation In the normal Job)

The first thing to recognize about functional teams IS that there IS no change to the organization Each
superordinate and subordinate pair In the organization IS a team Each subordinate supervisory level IS a
"linking pin" to the next subordinate level

Membership IS each of these teams IS Inherent with the position If you take a Job In the organization,
you're a part of a functioning work group YourJob function IS no different after teambulldlng or participation
than It was before Thus, membership IS not voluntary, It IS Inherent

WHAT you do does not change Instead, HOW you do It IS very likely to change In functional teams, the
purpose of teambuilding or partiCipation IS to Improve the way you do your nonnal Job Theoretically,
this can happen In two ways

• Give people more VOice In their work. People are more likely to be motivated to do the Job If
they have some say-so about the factors of the Job, If they

use their own knowledge and expenence,

- control their own methods,

creatively resolve their own problems

• Use group, rather than umlateral, processes Group processes tend to produce better
deCiSions and prOVide better solutions because

perceptions and expenences are shared,

- synergy IS denved from group effort,

- more potential obstacles can be antiCipated and resolved

Bottom hne, It comes to thiS membership In a functional team IS not a matter of chOice The only chOice
a functional teammate has IS whether to Improve hiS or her methods

Functional teams may Simply Improve their ongoing relationships or they may meet speCifically to analyze
and revise their work procedures

= Functional
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CROSS FUNCTIONAL (Normal networks)

A cross functIonal team IS a normal network ofmterdepartmental relationships TypIcally, each person
must regularly deal with 5 to 8 other people In the normal course ofdOIng the Job For example, a Customer
Service Representative may have to deal wIth someone In Accounts Receivable, a Collector, the Cashier's
office and a Field Service Representative the Shift Supervisor may have to deal wIth people In Planning,
MaIntenance, Techmcal Services, Matenals Handling and Plant Services

AgaIn, membershIp In this team IS part and parcel of the Job, It IS not voluntary It IS not a matter of
"becomIng a team," but a matter of becomIng a winning team

Cross fundlonal teams can sImply coordinate and collaborate to get the day-to-day Job completed They
may also schedule speCial meetings to evaluate and Improve their methods

Some confUSion eXists between cross functional and ad hoc teams This need not be the case Any cross
functional team that Identifies an Issue regarding the member relationships or methods, and sets about
the task or project of Improvement, meets much of the definition of an ad hoc team In thIS case, the effort
IS more accurately called "cross functional" because the partIcIpants are required to work together
anyway and the Improvement IS the normal Job

Cross functional (lateral) relationshIps may eXist at any level ofthe organization, and they may even bndge
levels Cross functional teams are sometImes called "matnx" because of thiS overlapping of vertical and
honzontal hnes

c=:> = Cross Funcbonal
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III AD HOC (For a specific purpose)

Ad hoc teams are task or project teams The task or project IS not a normal part of the members' Jobs

Usually, partiCipation In an ad hoc team IS voluntary Each IndIVIdual IS inVited to partiCipate In the task
or project that goes beyond the call of duty Each IS usually asked because he or she has a special talent
or skill the team needs for Its task or project

Ad hoc teams may be composed of indiViduals from a vertical or honzontal slice of the organization or
some combination

ConSider some examples of ad hoc teams

• The Controller, the Manager of Accounts Receivable and a Collections Representative may
assemble for the task of prepanng testimony In a pending court case

• Several workers from several crews may meet penodlcally to train and retrain as a Fire
Bngade to be ready for such an emergency

• Several people from all shifts In a continuous operation (computers or generating station or
Dispatching) may meet to develop a more effective shlft-to-shlft commUnication method
(Note that thiS IS qUite similar to a cross functional team except that deSigning
commUnication methods IS not normally the job of these people)

Ad hoc tasks may be short team (a problem) or long term (Fire Bngade) Ad hoc projects may be small
(a few hours) or large (a few man-years)

7

•
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IV REPRESENTATIVE (People with constituencies)

A Representative Team also has a task or project to perform However each member of the team IS
much more than Just a partIcIpant Each team member represents a constituency To perform his or
her team function, the representative must ensure that the constituency's desires and needs are
fairly presented to the team Each representative must decide what IS good for the constituency not
Just vote hIs or her own conscience SometImes, the whole team represents all constituenCies

Usually, membership IS voluntary constituenCIes generally do not want to be represented by anyone who
does not want to be a representative

Selection of persons for a representative team may take several forms

• People may volunteer Simply because they want to be Involved on the team's work

• Constituencies of the organization (divISions, levels, labor grades, sexes, age groups, etc)
may ask their own kind to represent them

• The organization may ask for volunteers and assign them the responsibility for certain
constituencies

• Volunteers for a project may have to Identify who their constituencies are and how they are
to be fairly represented

Representative teams not only require the participative skills of other teams, but they also need skills
of representation These Include such actions as conducting focus groups, prepanng and admlmstenng
surveys, or negotiating terms and conditIons all methods of involving and representing constituencies

When the members of a representatIve team do not have the expertise they require to complete the task
or proJect, they owe It to their constituenCies to obtain the needed abilities from outSide parties

1

o = Representative
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APPLIED TO AN ORGANIZATION

When we apply all four types of teams or participative efforts to an organrzatlon, It can be qUite confusing
We are not sure where one effort stops and the next one starts Where an mdlvldual IS supposedly a
member of more than one ''team " It IS easy to lose sight of pnontles and the proverb, "No man can serve
two masters," comes qUickly Into play

In addition to the multiple roles expected of Individuals, there IS real frustration over where traditional
authonty ends and team process begins Some members of the organization can adopt the false belief
that all deCISions must be acceptable to all Others can be equally as wrong In the belief that "nothing has
really changed," that the authonty of "position power" IS simply given a new name

The confUSion of mixed loyalties and the frustration of power struggles are compounded by the real lack
of knowledge and skill on the part of participants

Somehow, the organrzatlon must make sense of the muddled terminology and teChniques

We will try to make It easierby descnblng each type ofteam (participative) effort and by provldmg examples
We will pInpoInt the differences In processes and practices We Will show where knOWledge and skIll areas
overlap and where they are divergent

= Functional

= Cross Functional

= Ad hoc

= Representabve
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SDWT TASK LIST •Team Team
ACTIVITY Now Later Leader Management

1 Assign workers to Jobs 0 0 0 0
2 Anticipate technology shifts 0 0 0 0
3. Attend managers' meetings 0 0 0 0

4 Bnng In concerned citizens to discuss
0 0 0 0community problems

5 Bnng In customer feedback 0 0 0 0
6 Bnng In InformatIon from headquarters 0 0 0 0
7 Bnng In technical traIning from commumty

0 0 0 0college or vendor

8 Broker team members out In community
0 0 0 0service projects

9 BUdgetIng 0 0 0 0
10 Buffenng the team from corporate pressure 0 0 0 0
11 Building commUnicatIon hnkage 0 0 0 0 •12 Call Englneenng when needed 0 0 0 0
13 Call for MaIntenance help 0 0 0 0
14 Choose team leader(s) 0 0 0 0
15 Complete productIon 0 0 0 0
16 Conduct team performance appraIsals 0 0 0 0
17 ContInuous process Improvement 0 0 0 0
18 CoordInate work flow 0 0 0 0
19 Cross-functIonal teaming 0 0 0 0
20 Determine and plan for needed overtIme 0 0 0 0
21 Handle dlsclphne on team 0 0 0 0

22 Ensure that quahtylwork standards are met 0 0 0 0

23 EqUIpment maintenance and repaIr 0 0 0 0
24 EqUipment purchase 0 0 0 0
25 Evaluate competitive products and services 0 0 0 0
26 Evaluate market trends 0 0 0 0 •27 External customer contact 0 0 0 0
28 FaCIlity deSign 0 0 0 0
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Team Team
ACTIVITY Now Later Leader Management

29 Forge alliances with other organizations 0 0 0 0
30 Gettmg resources for the team 0 0 0 0
31 HIring team members 0 0 0 0
32 Hosting customer VISits 0 0 0 0
33 Housekeepmg 0 0 0 0
34 Introducmg team members to key external

0 0 0 0contacts

35 InViting vendors to provide training on the
0 0 0 0equipment they've sold

36 Making compensation deCISions 0 0 0 0
37 Managmg suppliers 0 0 0 0
38 Mamtam area records and documentation 0 0 0 0
39. Momtor safety 0 0 0 0
40 Plan and lead work team meetmgs 0 0 0 0
41 Product modification and development 0 0 0 0
42 Production scheduling 0 0 0 0
43 Quality responsibilities 0 0 0 0
44 Respond to customer complaints 0 0 0 0
45. Respond to Intra-company complaints 0 0 0 0 ,

46 Schedule and carry out changeover 0 0 0 0
47. Schedule vacations 0 0 0 0
48 Sign (authonze) work orders 0 0 0 0
49 Solve problems between teams 0 0 0 0
50 Solve technical problems when they arise 0 0 0 0
51 Sponsor Jomt vendor/team projects 0 0 0 0
52 Tram each other 0 0 0 0
53 Tram new employees 0 0 0 0
54 Troubleshoot equipment 0 0 0 0
55 0 0 0 0

56 0 0 0 0

57 0 0 0 0
58 0 0 0 0
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IPARTICIPATION REQUIREMENTS I •
Each person who IS Involved In a participative effort has some senous responsIbilities

Methods of problem solving and decISion making In groups assume that all the Involved parties actively
discuss the Issues surrounding the deCISion The group pools the knowledge and expenence of all Its
members Any final decIsion must be supported by each member of the group The Ideas and feelings of
all the members are Integrated Into a group decIsion Several people work together on a common problem
generating a common solutIon rather than producIng a ''we-they'' stand-off

As you mIght Imagine, decIsions by groups are usually dIfficult to attain and Will consume more tIme than
other methods of deCiding an Issue As the energies of the group become focused on the problem, the
quality of the decIsIon tends to be enhanced Research IndIcates, In fact, that thIS approach to problem
solVing and decIsIon making results In a SIgnificantly hlgher-quahty decIsion than other methods such as
the use of maJonty power (voting), mlnonty power (persuasIon), and/or compromIse

In any JOint problem-solvIng process, each group member IS asked to

1 Prepare hIS or her own pOSItion, as well as pOSSIble, pnor to meeting With the group (but to
realIZe that the task IS Incomplete and that the mIssing pieces are to be supphed by the other
members of the group)

2 RecognIZe an obligation to express hiS or her own opinion and explam It fully, so that the
rest of the group has the benefit of all members' thinking [Be F-I-R. M]

3 RecognIZe an obligation to listen to the opInions and feelings ofall othergroup members and
to be ready to mOdify one's own posItion on the baSIS of logiC and understanding [Get
F.I-R-M]

4 AVOid conflict-avoidance techmques such as voting, compromIsIng, tradIng, or gIvIng In, •
Just to keep the peace

5 Realize that differences of opInion are helpful, In explonng dIfferences, the best course of
action WIll make rtself apparent

There should be a general feeling of support from all members before a group deCISIon IS made Take the
ttme you need to listen for understanding, conSIder all members' Views, make your own view known, and
be reasonable In amvlng at a group deCISIon

•
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• IWHAT WE HAVE TO DO' I
1 LEADERSHIP MAKES CHANGES FIRST

• Start at the top - TOP MANAGEMENT, work down WALK the TALKI

• Unlearn MBO, MBR and MBE practices

- Management by ObJectives, where objectives are arbitrary "areas of responsibility" with
general goals

- Managementby Results, where emphasIs IS only on results, not on the process that produces
the results

- Management by Exception, where we only attend to the slgnrficantly good and bad, we don't
attend to what IS In control This IS focusing on "special causes" (5 to 15% of problem) versus
"Common Causes" (85 to 95% of problem)

• Learn Problem-Solving processes, technrques and tools

2 START FOR SUCCESS IN PARTICIPATIVE EFFORTS

• Identify potential problems or processes to work on

• "Cherry pick" the starting projects

- Best chance of success

- Most needed

- Capability to do

• - DesIre to do (volunteers)

• Remember, success breeds success

•

3 ESTABLISH A SUPPORT SYSTEM

• Develop or obtain tralnrng

• Develop coaches or coaching skills

• Set up communrcatlon methods

• Establish a steenng and/or coordination committee

• Develop the needed processes, methods

• Determine the groundrules

• Make technrcal and process help available

• Develop reward and pUblicity methods

4 BEGIN TO TRANSFORM THE STRUCTURE AND CULTURE

• Identify poliCies and practices that restnct continuous process Improvement

• Eliminate MBO, MBR, MBE practices and procedures

• Define directional elements

- Vision

- MISSion

- ObJectlvesfGoals

- Roles

• Differentiate past practice from desired practice
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5 EDUCATE AND TRAIN EVERYONE •• Participation and Involvement, what It IS

• Techmques

- Constituency Representation

- BralnstormlBralnwnte

- Multlvote

- Nominal Group Techniques

- Consensus

- Problem Solving Process

- Meetings

• Technical Knowledge and Sktlls

- Processes (how they work, why)

- Groundrules

- Sanctions

- Roles

• Whole-person Skills

- Rational Persuasion

- Emotional (Creative) Interaction •- Levehng get out the solutions people have [F. I.R. M]

- Conflict resolution

6 REWARD THE EFFORT

• Communicate progress and successes

• Reward successful attempts

• Reward appropnate efforts

• PubliCIZe efforts

• Celebrate

7 EXPAND THE EFFORT GRADUALLY

• Repeat project screening

• ReVise (continuously Improve) process as needed

8 REMEMBER THE PRINCIPLES OF PARTICIPATIVE PROBLEM-80LVlNG

• Use Objective data Instead of Opinion

• Understand It before you attempt to change It

• Unless you change Process, Results won't change

• Proactive (upstream) change, Instead of Reactive (downstream) problem-solving

• Involvement, to create ownership, Instead of ImpOSition

• Develop cntlcal mass through volunteers, key opinion leaders, and Informal network leaders

• Court followers by Leadmg and Modeling
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• ITEAMBUILDING ACTIVITY CHECKLISTI
For a team to be effectIve, It must establish each of these elements by specIfic effort (Note some actIVIties
for certain types of teams only)

GOALS

1 Determine your team's miSSIon ( )

2 Establish your team's VISIon ( )

3 Establish goals

a Company or organization-wIde ( )

b Department-wide ( )

C DIvIsIon-wIde ( )

d SectIon-wide ( )

e Team or cell ( )

f IndIVIdual Job or posItion ( )

4 Establish objectives for goals

a Decide pnontJes ( )

b Establish target dates ( )

• c AssIgn responsibIlity for objectIves ( )

ROLES

1 (FUNCTIONAL) Establish Job ActivIty Profiles

a Do Task AnalysIs by Job positIon ( )

b Set pnontles (pnmary, secondary, tertiary) on tasks ( )

C Conduct delegation review of each task ( )

d Delegate by task ( )

2 (CROSS FUNCTIONAL) Establish Interdependency requirements

a Do Task AnalysIs by Job position ( )

b Do Structure AnalysIs by task ( )

C Establish Result Requirements for each task ( )

d Establish Resource Requirements for each task ( )

e Establish Improvement procedures for each task ( )

3 (AD HOC OR REPRESENTATIVE) Define proJect tasks

a Do Task AnalysIs for all team tasks ( )

b Do Structure AnalysIs by task ( )

c Do Resource AnalysIs by task ( )

• d Do Operational AnalySIS by task ( )

e Do Performance AnalySIS for team ( )
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4 (ALL TEAMS) Define team or meeting roles •a Chairperson/Leader ( )

b Member/Alternate ( )

c Mediator/FacIlitator ( )

d Recording Secretary ( )

e Process Observer ( )

PLANS

1 Prepare plans for all objectives (Job or team)

a Identify Tasks ( )

b Sequence Tasks ( )

c Establish Responsibilities ( )

d Deterrmne Schedules ( )

e Allocate Resources ( )

f Establish Communications ( )

g Determine Controls and Checkpoints ( )

h Establish Reporting/Recording ReqUIrements ( )

2 Establish performance criteria or service standards for tasks ( )

3 Establish performance measurement methods and schedule ( ) •4 Establish performance feedback loops or methods and schedule ( )

5 Establish processes to be used

a Issue or Problem Identification ( )

b Issue or Problem Classification ( )

c Pnonty Setting ( )

d Problem SolVing ( )

e DeCISion Making ( )

f Conflict Resolution ( )

g Team Meetings ( )

h Goal Setting ( )

I Goal TrackJng &Updating ( )

J Planmng ( )

k Plan Tracking &Updating ( )

I Communicating ( )

m Feedback to Self &Others ( )

•
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• GROUNDRULES

1 Establish groundrules for relationships ( )

a Representatron of stakeholders ( )

b Role definition ( )

c Generating InPut, Ideas, opInions ( )

d Rational persuasion ( )

e Conveying feelings, OpIniOnS, Ideas ( )

f DeCISion methods ( )

g Meeting reqUIrements ( )

h Negotiations ( )

I Communication methods ( )

Documentation requirements ( )

k Confidentiality requirements ( )

RELATIONSHIPS

1 Develop relationship quality

a Self-assessment of practices ( )

b Assessment by others of practices ( )

• c JOint definition of relationship problems ( )

d JOint resolution of relationshIp requirements ( )

2 Establish relatronshlp quantity ( )

a Decide appropnate level of commUnications needed ( )

• o=None at all ( )

• 1 =Ritual (greetings, acknowledgements) ( )

• 2'=Current Events (superficial) ( )

• 3 =Factual ("Just the facts, Ma'am") (Work) ( )

• 4 =Feelings (Perceptions, Views, OpiniOnS, Ideas) ( )

• 5 =Expectations (Beliefs, values, pnnclples) ( )

• 6 =Total Intimacy [Reserved for "special tlmes'1 ( )

b Develop appropnate assertiveness (leveling) skills )

• Courage to speak up, come forth, confront (

• SensItivity to "read" others conSider, react accordingly (

c Develop appropnate commUnication skills

• Exposure (

• • Feedback (
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3 Establish relationship methods •a Media (

• Face-to-face, one-an-one ( )

• Phone ( )

• Wntten ( )

• Meetings ( )

b Level of Involvement (

• Input only ( )

• Creative Input ( )

• JOint problem solving ( )

• Umlateral decIsion ( )

c Schedule and procedures (

• Information Shanng Forum ( )

• Problem-Solvlng, DecIsIon-Making Forum ( )

• Confltct Resolution Forum ( )

4 Establtsh relatIonship accountability (

a Sanction ( ) •b Confront ( )

COMMITMENT

1 Personal contract of change for good of team (

2 Bilateral or Multilateral contracting (

3 Self-development actIVItIes (

4 Team Development actIVIties (

•
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ITHE JOINT PROBLEM-SOLVING PROCESS I
BEFORE A PROBLEM CAN BE SOLVED

1 Begin Dialog Among The Interested Parties

• Provide incentive to all parties forJOint problem-solvIng by demonstrating theIr Interdependence
and theIr collectIve problem-solving ability

• Get agreement to convene

2 Develop A Common Defimtlon of The Need For Processes and Groundrules

3 Gain CommItment to A Process

• Does the present sltuabon fall to serve my Interests adequately?

• Will collaboration produce more positive outcomes?

• Is It possible to reach JOint, faIr and agreeable resolutIon?

• Are the stakeholders and their power posItrons controllable byJOint groundrules and sanctions?

• Will all other stakeholders particIpate and commit to the process?

- What time or trmmg Will help?

- What Incentives can be employed?

4 Reach Agreement on Groundrules

• Establish how the stakeholders will mteract wrth each other and with constituenCIes

- How alternative representatrves Will be seated

- Meeting sites and times

- Handling confidentral Items

- USing outsiders

- Roles and responsibilities In meetings

- Handling commumcatlons

- Handling documentatron

• Reach Agreement on how decIsions Will be made
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IN ORDER TO RESOLVE AN ISSUE

1. Achieve Co-onentatlon on the Issue

• Share perspectives of the problem from all stakeholders, establish Its scope

• Identify objectives (desired results) of parties In three forms

- Same

- Different, but not Incongruous

- Conflicting

• Focus all parties commonly on the results that are to be achieved by the effort

2 Establish and Set Specific Agendas

• Ensure the agenda reflects the breadth of the Issues to be discussed for the stakeholders who
are Involved

• Estabhsh place or time for parties to caucus WIth constituenCIes (before, dunng or after
meetings)

3 OrganIZe Subgroups

• When should committees or task forces be used?

- When the number of Issues IS large

- When time IS short

- When the number of stakeholders exceeds a reasonable number for effective proceedings
(12-15 maximum)

• When should caucuses be used by representatives With their constituencies?

- When regular communications of proceedings and progress are essential

- When trust IS being built

- When constituenCIes are large and representation IS difficult

4 Conduct Information Search and Determine CausefEffect Relationship

• Understand and reach agreement on the facts supporting the problem definrtlon

• Mutually examine relevant data

• Obtain techmcal adVice on controversial Input

• Select a panel of experts to evaluate information

• Use expert wrtnesses selected JOintly by the stakeholders

• Determine CausefEffect Relationship

5 Explore Alternatives

• Agree on techmcal specifications or outcomes that must be met

• Invent options that satisfy own Interests and counterparty's Interests (encompassing
alternatives)

• Use subgroups to prepare multiple alternatives

• Prepare draft alternatives that are submitted to the whole or representative group for revlev
and revIsion
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6 Reach Consensus on Solutions

• Gam commitment to a single alternative or a bundle of alternatives

• Reach agreement m pnnclple, and assign the planning function to a SUbgroup or third party,
reconvene to review plans

• If necessary, use a mediator to construct alternative packages In "shuttle dIplomacy" among
stakeholders

• Finalize the plan of Implementation
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AFTER JOINT PROBLEM RESOLUTION

1 Communicate with Constituencies

• With stakeholders, devise a persuasive commUnication package

• Caucus or negotiate with constituencies and reconvene

2 Gain Support of Implementors

• Share the plan

• Work out difficulties

• Retain flexibility

• Utilize contingencies

3 Establish Structure for Future Actions

• Provide follow-up for self-executed plans

• Establish momtonng and control mechanrsms for Implementation by others

• Reconvene to monitor progress

• Revise structure as needed

• Ensure that Implementors are Involved In the planning

• Keep at least some of the onglnal stakeholders Involved for continuity

• If necessary, create or tum over to steenng group to manage Implementation

4 Monitor Progress and Ensure Compliance

• Update the plan to changing conditions or changed poliCies

• Confront non-comphant parties

• Resolve non-Viable alternatives or plans

• Educate new representatives and allow time for them to get up to speed

• Apply sanctions If necessary

5 Exploit Accomplishments

• Celebrate successes with partiCipants

• PubliCIZe extended use of solutions

• Reward contnbutors

• Re-enllst successful contnbutors In future efforts
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IGROUNDRULE AREAS'

A group reaches agreement on how the stakeholders will Interact with each other Groundrules address
very baSIC Issues that are normally taken for granted or Ignored In relationships However, groundrules
are necessary If a group IS to be a viable UnIt Most members SUpport and follow these groundrules
Persons whose behavior deViates from the groundrules are pressed by colleagues to keep In line and In
the extreme case, removed from the group Ifthey will not do so Groundrules stating how group members
should behave are created to ensure that valued qualities will be achieved Responsible members exert
sOCIal pressures to support these groundrules and do a number of things to Increase the Influence of their
pressures

REACH AGREEMENT ON APPLICABLE GROUNDRULE AREAS

1 What IS the role of representatrves?

How are they selected?

Do they represent the views of a constituency?

Do they have authonty to take binding action on behalf of their constituency?

Can an alternate serve In a representative's place?

2 Is there a deadline or ttmeframe for the process?

What IS the timetable for meetings?

What happens If a timely agreement IS not reached?

3 What are the agenda reqUIrements?

When IS It due?

Who does It go to?

4 What are the meetmg specifications?

Where will meetrngs be held?

Which roles are needed?

What are the requirements for each role?

5 What processes will be used?

How will they be decided upon?

What will be done to evaluate them for effectiveness?

Will process observers be used?

6 How will agreement be determined?

Which deCISion method wJlI be used?

Must all parties reach agreement on all Issues before deCISions are presented to sponsors or
others?

7 How will a record of the proceedings be kept?

What will be recorded? By whom?

Who will have access to It?
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8 How will information be handled?

How wIll commumcat/ons be handled?

Who will speak to members of the constituencies?

When and In what form will informatIon be released?

What information will be kept confidential? How?

9 What wIll be done to ensure that groundrules and processes are followed?

What rewards?

What sanctions?

10 Will any partIes receive compensation and/or reImbursement for expenses for theIr
particIpatIon?

How?

IOVERALL GROUNDRULES I
To Implement a philosophy of JOint problem-solving, we recommend an uncondrtJonally constructive
strategy as defined by Roger Fisher and Scott Brown In "Getting Together" It works best If you make an
IndIVIdual commitment (contract) to Implement the strategy Therefore, each element IS worded as a
personal contract statement I will do only those things that are both good forthe relationship and good
for all parties, whether or not the other parties reciprocate

1 Rationality

Even If they are acting emotionally, I will balance emotions With reason

2 Understanding

Even If they misunderstand me, I Will try to understand them

3 Communication

Even If they are not listening, I Will consult them before deCiding on matters that affect them

4 Reliability.

Even If they are trying to deceive me, I will neither trust them nor deceive them, I will be reliable,
I Will be trustworthy

5 Noncoerclve modes of Influence

Even If they are trying to coerce me, I Will neither Yield to that coercion nor try to coerce them, I
will be open to persuasion and try to persuade them

6 Acceptance

Even If they reject me and my concerns as unworthy of their conSideration, I Will accept them as
worthy of my conSideration, I will care about them, and I will be open to learnmg from them
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ICRITERIA FOR ACCEPTING GROUNDRULES I

Groundrules are necessary to play the game

Groundrules are developed by the parties and for the parties

They should be tested by each party

They must be acceptable to the partIes

INTEGRITY

• Will you like yourself In the morning?

• Will your fnends and assocIates approve?

• Is It worthy of publlcrty and hIstory?

RECIPROCITY

• Is It okay for all parties to use?

• Would It be acceptable In other relationships?

• Would you accept It If It were a hidden agenda?

LEGITIMACY

• How would It be ruled on by an expert In these matters?

• Would It stand up as legal, ethical, moral?

• Could It be adopted as a SOCial standard?

UTILITY

• What will Its Impact be on each party?

• How will It affect the outcomes?

• Will Its application be perceived as ''fair'' by all parties and constituencies?

ECONOMY

• Are there alternatives that would produce similar results at less cost?

• Do other alternatives produce less ethical and moral ambigUIties?

• Is It the best-known way of dealing with rational and emotional elements?

After groundrules have been learned and used they should be retested against these cntena As soon
as a group can come up with a better way, It should revise Its groundrules accordingly
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ISTEERING COMMITTEE OR COORDINATION DUTIES , •A PROACTIVE IDENTIFICATION

1 Solicit Input from all employees on Issues and concerns

2 DecIde what Issues need to be addressed

3 Coordinate annual ''Vislomng'' activIty (VIsion, MIssIon, Objectives and Goals)

4 Coordinate preparation of plans to cany out goals

5 Layout organization-wide program and Identify all projects and programs In It

6 Ensure that Steenng Committee and team activities are consistent wrth the company's

7 Submit planned programs and projects for approval

8 Prepare and admInister a budget for all non-functIonal activitIes (Not In Section budgets)

9 Monitor and report progress on goals and projects

B ISSUE CLARIFICATION

1 Define and pubhsh the responsibilitIes and roles of the Steenng Committee and teams

2 Establish and publish the processes to be used for Issue IdentificatIon and selection

3 Establish and publish the umform procedures (processes) to be used by teams for theIr work

4 Establish the training reqUirements for the Steenng Committee and all team types

5 Research Issues to see If team actIon IS warranted •6 Set pnorrtles for Issue list

7 Classify Issues Into the four types

8 Define the scope of assIgned Issues and define the authorrty a team WIll have

9 Negotiate ''the box" of limits and constraInts on Issues

C MONITORING & ASSISTANCE

1 ASSign responsIbility to teams by negotiation WIth mdlvlduals and SectIons

2 GUIde and adVise teams on what IS needed

3 AsSISt teams In recommendations andfor presentatIons

4 Run "Interference" for teams With SectIon heads and external departments

5 Oversee action of teams

6 Approve or disprove recommendatIons from teams on an Issue baSIS (where operatIng and
bUdget constraInts have been defined or negotIated)

7 Ensure recognition and celebration for completed projects

0 ONGOING

1 Represent employees to the organization (a commUnication channel)

2 Represent the organization to employees (a communication channel)

3 InitIate recommendations on non-team Issues •4 GUIde and adVIse on what IS needed [to make process work andfor to achIeve goals]

5 Ensure that deCISions are executed and Implemented after approval
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[IDENTIFY]

[IDENTIFY]

[IDENTIFY]

[IDENTIFY]

[ANALYZE]

[ANALYZE]

[ANALYZE]

[DECIDE]

[DECIDE]

[PROGRAM]

[PROGRAM]

•

•

•

IDUTIES OF TEAMS I
DUTIES OF TEAMS, WITH PROBLEM-SOLVING STAGES

1 Identify Scope Of Project

2 Establish Resource Requirements

3 Collect Data To Identify Problem

4 Document Problem Indicators

5 Interpret Problem Information

6 Identify Special Causes

7 Identify Common Causes

8 Develop Solutions For Special Causes

9 Develop Solutions For Common Causes

10Prepare To Implement Solutions With Tests And Measures

11.Follow Up To Ensure Improvements

DUTIES OF TEAM LEADERS

1 Explain The Team's Purpose

2 Explain Project And Its Scope

3 Explain Or Develop Team Groundrules

4 Establish Roles

5 Provide Or Arrange Training

6 Direct Project Efforts With Processes

7 Provide Or Arrange Process Feedback

8 Provide Or GUide Reports For Steenng Committee Or Coordination Group

DUTIES OF TEAM MEMBERS

1 Prepare You Own POSItion, As Well As Possible, Pnor To Any Team Meeting

2 Attend All Required Meetings And Functions

3 Fulfill Your Obligation To Be F-I-R-M Express Your View, Explain Yourself Fully

4 Fulfill Your Obligation To Get F-I-R-M listen To Other Views, Modify Your Own Position
Based On What You learned Offer Solutions To Deadlocks

5 Avoid All Conflict-avoidance Techntques such as Voting Compromise, Concessions (giVing In)
or Trading

6 Manage All Differences

- Use Only "Rational Persuasion"

- Follow ConveYing-views Groundrules

- Use Conflict Management Process

7 Support Team DeCISIons EspeCially After The Meeting Is Over
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I FACILITATOR ROLE I
The facilitator IS someone who provides assIstance and methods so the parties, themselves, can reach
agreement

• Provides processes and groundrules that facIlitate commumcations and deCISions

• Uses processes and groundrules to ensure that a deCISion IS reached

• May functIon as "process observer" and "groundrule enforcer"

The faCIlitator should perform the following activities unless and until the parties do them on theIr own

1 Assess Overall Readiness To Collaborate

• Determine Interests of parties

- Identify stakeholders

- Identify theIr Interests

- Identify extemallnfJuences

- Identtfy time requirements

- Identify political context

- Identify deSired outcomes

- Identify alternattve solutions

• Assess self-Interest

- absorb Information from all stakeholders

- recogntze and call attentton to slmllantles and differences

- enVISion new alternatives

- prevent deadlocks

2 Get The Parties To The Table

• Exert leverage work With conveners

• Heighten awareness of costs of stalemate use bilateral interactions

• Create standards of fairness make proactive attempts

3 MinimIZe Resistance

• Create a safe climate

• Display empathy

- ask parties for their conditions

- ask parties for process or ways to Improve process

- bundle and unbundle Issues, Interests and alternatives

- get agreements-In-pnnclple

- review cost of non-agreement

4 Ensure Effective Representation

• Ensure that appropnate stakeholders partiCipate

182

•

•

•



•

•

•

• AssIst less-organized stakeholders to select a representative

- provide process for representation

- help parties determIne positions and Interests

- help partIes present positIons and Interests

5 Establish An Appropriate Climate

• Dampen or remove vIolent mteractlons

• Estabhsh and enforce groundrules

6 Model Openness, Optimism, and Perseverance

7 Design And Manage The Processes To Be Used

• InsIst on processes

• InsIst on groundrules

• Educate on these

• Get consensus on these

• Encourage alternatives

• Enforce groundrules

• Stick to processes

• Work With partIes between meetings, WIthout Violating trust

8 Manage Data

• Serve as reposItory for InformatIon

• Arrange communicatIon methods

• Identify other thIrd partIes who are needed

9 Get Consensus

• Transmit mformatlon

• Repropose concessIons or compromises

• Formulate solutions

• HIghlight consequences of nonagreement

FACILITATORS ACT AS MIDWIVES, MINISTERS, MAGISTRATES AND MYTH-MAKERS

MidWives are not Involved In the conception of Ideas or Issues, the burden of incubating Ideas or carrying
Issues the labor of bnnglng Ideas or solutrons to life, the responsibility of developmg Ideas or solutions,
or the obligation of liVing With the results, they Simply help the parties deliver

Mlmsters listen a lot and counsel on occasion

Magistrates wear the stnped ShIrts, carry the whistle and blow It on groundrules Violators

Myth-makers envIsIon agreements and make them real In the eyes of the parties
until they become real
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IPROCESS OBSERVER ROLE I
A process observer assIsts a group/team In Its work by performIng any of three types of "process
rnterventlons" These types might be labeled conceptual-mput, coachmg, and process-observatlon
Each type Will be conSidered In terms of ItS obJectives, Its timing and ItS form or style

CONCEPTUAL-INPUT INTERVENTIONS

•
Objectives

A conceptual-mput Intervention IS rntended to provide members of a group with an "organIZing
pnnclple" to help them see, clearly, dlstrnctlons between typIcal behaVior and less traditional but more
effectIve behaVIor Conceptual rnputs also tend to be eaSily remembered and can, therefore, be
referred to 10 the future When a process observer Intervenes In thiS way, he IS provldrng the group
With a new vocabulary and a conceptual system that IS qUite explicit and IS shared and understood by
all group members Examples of conceptual-Input interventions are all of the areas of "groundrules"
and "processes" In thiS gUide

Timing

A conceptual-mput intervention can be used at any time dunng a process-as long as the group has
defined thiS as a role ofthe Process Observer For maximum effectiveness and Impact, the mterventlon
should come Immediately after a transaction between members that clearly Illustrates the undeSirable
consequences of dysfunctional or Ineffective behaVior

Form or Style

A conceptual mput should be as bnef and succinct as pOSSible Words and phrases that are
comprehensible to the members of the group should be used It IS best to have agreement on the •
groundrules and processes at the start of the group's functlomng If not, the Process Observer needs
to get thiS agreement at the time of the InterventIon

COACHING INTERVENTIONS

Objectives

A second type of process Intervention alms at faclhtabng the acqUISition ofdeSirable, functional habits
of Interacting Such coachmg Interventions are Intended to assist members of a group to get Into the
habit of uSing new behaVIOrs that they have said they want to practice For example they may have
agreed to use a set of groundruJes or a specific process

Timmg

Coaching Interventions are most effectively made either (a) dunng the early, standard-setting phases
of the process or (b) Just after a conceptual Input has been made that proVides a Justifiable theoretical
framework for the coaching efforts In either Instance, coachmg Interventions should be discontinued
as soon as the group's members demonstrate that they can employ the new behaVIOrs without
assistance (or when some members begin systematically to perform the coachmg function for other
members)

Form or Style

Coaching interventions should use up very httle of the group's "air time" They should be suggestions
rather than demands or repnmands And they should be quite precise and not at all ambiguous No
one should have to guess what the Process Observer IS aiming at

•
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PROCESS-CSSERVATION INTERVENTIONS

Objectives

A Drocess-observatJon intervention may have numerous obJectIVes, including, the following

1 It can heighten the group members' awareness of the distinction between the content and
process dimensions of transactions occurnng Within a group Example Illustrate both what
tOPiCS or Issues the group IS working on (the "content") and how the group seems to be
operatlng-l e, tOPiC Jumping and aVOiding expliCit, group-level deCISion-making (the
"process")

2 Another kind of process observation might be Intended to heighten the group's awareness
of the Implications and consequences of Its members' actions Example a tOPiC Jump might
have contnbuted to the creation of a group norm that, In this group, It IS okay to Jump from one
tOPiC to another and cut off another person A process observation can also be used to
hlghhght Implications and consequences by pOinting out how the group IS affected when
needed task and maintenance functions are not being performed, or what happens when
different group deCISion-making procedures are employed

3 A process observation also prOVides an observable model (example) offunctlonal behaVIOrs
that demonstrate how a group's movement In the direction of Its objectives can be facilitated
Example the Process Observer might model paraphraSing, double checking, personal
feedback, and helping another person experiment with new ways of behaVing Or the Process
Observer might model tracklng-summanzlng, stating the Issue, expressing feelings and
expectations, and asking for opinions and information

Timing

A process-observatlon intervention IS hkely to be most effective dunng the early phase ofthe process
When any process observation has been modeled once or twice, the Process Observer should
refrain from making further such interventions ThiS gives group members more opportunities to
expenment With and to practice performing these faCIlitative functions To the extent that they do thiS,
they acquire Increased self-sufficiency ThiS tends to preclude their becoming dependent on the
"expert" to-perform-such-functIons If the group members do nolassume responSibility for performing
these functions after they have been modeled once or twice, the Process Observer might keep track
of the Implications and consequences of thiS failure Then, dunng a "stop action" or some other
deSignated process seSSion, these data could be fed back to the group along with a question 'What,
If anything, do we want to do about thiS situation?" ThiS expliCitly InVites and allows the group to
negotiate a contract among themselves (a) to Insure that needed functions are used when they would
be most relevant and (b) to aVOid the unnecessary, undeSired consequences that have been observed
to follow nonperformance of the functions

Form or Style

In style, process observations should be personalized, Invitational, and not punitive But-almost
by definltlon-thls dass of interventions usually takes a bit longer than others The Process Observer
IS attempting to draw a verbal portrait of dynamiC, constantly shifting group processes In order to help
the group members see what IS happening "nght now" and also to model behaVior that the members
themselves might attempt at some future time To get thiS double message across adequately,
suffiCient care and time must be taken

CONCLUSION

Saul Ahnsky's "Iron rule"-"Don t ever do anything for people that they can do for themselves"-apphes
If one or more group members have the skills and knowledge to act In a functional and objective manner
they are entitled to opportunities to use such skills and knowledge The Process Observer should let them
do It If they do not possess such resources they may require assistance In acqumng them However
excessive "assistance" on the part of the Process Observer leads to dependency and indifference or
apathy In order to be as effectIve as pOSSIble the Process Observer must learn the fine hne between not
enough and too much help
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IRECORDING SECRETARY ROLE I
There are four key Items necessary for concluding and completing most meetings which have significance
The Recording Secretary should ensure that these four are complete, If the Chairperson doesn't

1 SummarIZing

Be sure all participants are clear on what happened at the meeting In some cases, this can
be done by summanzlng the events Just before adjournment and uSing the summary In the
minutes

For Informabonal or skill-building meetings, It IS a good practice to prepare summary sheets In
advance and hand these out at the dose of the meeting

For diSCUSSion or deCISion meetings, summary sheets, listing the main pOints covered and any
conduslons reached, should be prepared and dlstnbuted as qUickly as pOSSible - not more
than a day or two - after the meetrng

2 Action Planmng

When a meeting has resulted In the deCISion that someone IS to do something, this action
should be well planned before the meetrng adjourns Action plannmg Includes WHAT IS to
be done and WHEN It IS to be done

It IS quite helpful to specify the results that are to be obtained and/or the specifics that are to
be reported back to the partiCIpants at the meeting This makes the action planning concrete
and everyone leaves with a good sense of what IS next The time frame should either be a
specrfic Interval (such as the time until the next scheduled meeting) or a due date (deadline)
for the action

3. Flxmg Responsibility

Meetings are notonous for coming to deCISions of ''we are gOing to" or "someone should ..
without fiXing responsibility If thiS Isn't done formally, many Items Will go unattended, while
everyone thinks that "someone else was supposed to do that"

Every action Item should have a name aSSigned as the person pnmanly responSible for
seeing that the action IS taken This person IS the one to be held accountable JOint
responSibilities may be aSSigned, but someone should be spelled out as the pnmary contact
or reporting person

4 Mmutes

Meetrngs which result In Significant deCISions and/or action plans should be followed by
"minutes" or reports The person responSible for keeping the minutes dunng the meeting IS
responSible for seeing that all agenda Items are covered, action plans are Identified, and
accountability IS fixed for each diSCUSSion Item

Minutes are a blOW-by-blow account ofwhat went on at the meetrng They are an excellent tool
for ongoing, problem-solving meetings, because they reduce the backtracking that IS reqUired
without a good track record The format of minutes should resemble thiS,

• Agenda Item descnbed

• DISCUSSion summary

• Actron steps and dates

• Responsibility

Where It IS not necessary to record the minutes of a meetIng, a report of the conclUSions should
stili be entered Into the record or Circulated
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Some "recording secretaries" Insure that minutes are complete and accurate by forwarding a
draft copy to key people for reVISion before Issuing the final minutes This may be a useful
Idea, but It can lead to a senous problem post-edltmg ofthe meeting Post-edltlng allows people
(particularly those with authonty) to put down what they wanted to happen at the meeting,
rather than what actually happened It IS better to have someone accountable for taking and
ISSUing minutes Changes or corrections to the minutes are made by official action ofthe group
or by an addendum to the minutes with the author's name thereon

For regular meetings or scheduled consecutive meetings of a formalIzed group, It IS good to
formalIZe the meeting procedures This means to take some of the group's time to decide the
speCIfic ways the group will formalIze such thmgs as agenda setting, taking minutes,
summanzlng, making decIsions, etc

One-of-a-klnd meetings will not normally reqUire thiS formality However, If It IS a
deCISion-making meetmg to resolve some vital Issue, the formality may prove to be worthwhile
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IMEETING CHECKLIST I •BEFORE MEETING

1 DETERMINE THAT A MEETING IS NECESSARY

a Is a meeting the best medium? [vs letter, memo, call, one-on-one contact] ( )

b Is It clear what the meetmg's purpose/objective IS? ( )

c Is everyone who IS Involved/affected gOing to be available? ( )

d Can you establish an appropnate time and place? ( )

2 PREPARE ALL ATTENDEES FOR THE MEETING

a Inform everyone of the time and place ( )

b Inform everyone of the purpose/objective ( )

c Disseminate a detailed agenda ( )

d Advise everyone of what to do to prepare ( )

e Identify or provide all needed resources ( )

f Old everyone acknowledge that they would attend? ( )

g Will each one complete his/her preparation? ( )

h Is everyone ready for the meeting? ( )

3 GET THE FACILITIES AND PROPS READY •a Was It clear who was supposed to prepare these? ( )

b Are the facilities arranged as needed? ( )

C Are the props, matenals and supplies ready? ( )

4 MAKE THE MEETING METHODS CLEAR TO ALL

Be ready to answer each of these questions at the start of the meeting, or, get the group
to answer them as the starting activity

a Is the meeting for mformation or declslon-makmg? ( )

b Which decIsion method IS to be used? ( )

C Does everyone know the deCISion-method groundrules? ( )

d Are the deCISion-method groundrules VISible? ( )

e What declslon-maktng/problem-solvlng process IS to be used? ( )

f What will be done to make the process steps viSible? ( )

5 MAKE THE MEETING ROLES CLEAR TO ALL

Be ready to answer each of these questions at the start of the meeting or get the group
to answer them as the starting actiVity

a Who IS the deSignated chairperson/leader? ( )

b Is there an additional deSignated faCIlitator? Who? ( )

C Is there a deSignated recordmg secretary? Who? ( ) •d Is there a deSignated process observer(s)? Who? ( )

e Are the responsibilities for each role agreed upon? ( )
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., IMEETING CHECKLIST I
DURING MEETING

1 CLEARLY DEFINE THE TEAM'S TASK OR PROBLEM

a Have the task/problem stated or acknowledged by everyone ( )

b Ask/poll each person for Input/mformatlon ( )

c Old each person provide Input/mformatlon? ( )

d Old everyone listen to and acknowledge others' Input? ( )

e Old team members clanfy Input and relate It to the task? ( )

f Old team members coordmate and combme Ideas? ( )

g Get the team to agree upon a common definition of the task/problem ( )

h Have the task/problem statement written/posted for team use ( )

2 GET THE TEAM TO ESTABLISH THE DECISION CRITERIA

a Explore the pOSSible causes of the problem ( )

b Conclude the probable causes of the problem ( )

• c Venfy or prove the causes ( )
I

d Ask/poll team members for desired end results (obJectives) ( )

e Screen desired results for relevance to cause ( )

f Prlorrtaze or weight desired results ( )

g Identify resources available or resource constramts ( )

h Identify known speCifications or requirements ( )

Get the team to agree upon all deCISion cntena ( )

Have the decIsion cnterla written/posted for team use ( )

3 GET THE TEAM TO PROPOSE ALTERNATIVE SOLUTIONS

a Make the change expliCit from defimtlon to getting solutions ( )

b Ask/poll team members for alternatives ( )

c Were bralnstorrmng/bralnwntlng groundrules followed? ( )

d Were all ideas VISible to all team members? ( )

e Old the team review all Ideas to clanfy or expand? ( )

f Old the team combine Ideas Into sets of alternatives? ( )

g Get the team to agree to conclude the search for alternatives ( )

• h Have all final alternatives written/posted for team use ( )
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4 HAVE THE TEAM EVALUATE THE ALTERNATIVES •a Make the change explicit from Idea getting to evaluation ( )

b Have alternatives screened by deCISion cntena ( )

C Get the team to combine Ideas Into final possibilities ( )

d Get pro's and con's listed for each alternative ( )

e Get costs and benefits listed for each alternative ( )

f Have each alternative tested for workability and side effects ( )

g Prioritize final alternatives by value ( )

h Get the team to choose and agree upon a solution ( )

Have the final solution wntten/posted for team use ( )

5 GET THE TEAM TO PLAN IMPLEMENTATION

a Make the change explicit from decIsion to planmng ( )

b Get the team to list all action steps needed (5 Ws & H) ( )

c Were the action steps sequenced? ( )

d Were the action steps scheduled? ( )

e Was responsibility assigned for each action step? ( ) •f Have the team Identify predictable obstacles ( )

g Have the team Identify contmgencles for the obstacles ( )

h Have the complete plan written/posted for team use ( )

Get the team to prepare communication of the plan to other parties ( )

6 GET THE TEAM TO DEVELOP A FOLLOW-UP PLAN

a Make the change explicit from Implementation to follow-up ( )

b Have specific measures or cnteria developed for each action Item ( )

c Have specific checkpoints/dates set for each cntena ( )

d Have specific follow-up responsibilities assigned ( )

e Have specific recordkeeping tasks determined ( )

f Have the recordkeeping tasks assigned to mdlvlduals ( )

9 Make plans on what to do With follOW-Up data ( )

h Get everyone to agree upon what to do with results ( )

•
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• IMEETING CHECKLIST I

TO CONCLUDE MEETING

1 MAKE THE STATUS OF THE TEAM'S PROGRESS CLEAR

a Identify where you are on the agenda ( )

b SummarIZe diSCUSSion on each agenda Item ( )

c Have you concluded where you are In the process on each Item? ( )

d Have you Identified what action Items are yet to be completed? ( )

e Have you established dates for when each IS to be completed? ( )

f Have you determined who IS responsible for each action Item? ( )

g Have the time and place been set for the next meeting? ( )

h Have the team review all conclusions for understandmg and agreement ( )

2 HAVE THE TEAM EVALUATE ITS PROCEEDINGS

a Was the meeting purpose/objective achieved? ( )

b Is a change In purpose/objective necessary? ( )

• c Were the meeting groundrules followed? ( )

d Are changes In groundrules necessary? ( )

e Were the meeting roles fulfilled? ( )

f Are changes In roles necessary? ( )

9 Does thiS MEETING CHECKLIST Indicate the need for changes? ( )

h Get the team to agree upon all necessary changes ( )

3 MAKE THE NECESSARY DOCUMENTATION COMPLETE

a Have fonnal ""minutes" recorded ( )

b Make sure each agenda Item IS described or referenced ( )

c Have each Issue's diSCUSSion summarIZed ( )

d Have the action Items and due dates spelled out ( )

e Have responsibilities assigned for each action Item ( )

f ReView the minutes and reach agreement on wordmg ( )

g Set the mmutes' distribution and due date ( )

•
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IMEETING ROLES I
As soon as anyone becomes a member of a team (of any type) and attends a meeting, he or she accepts
these meeting roles

The members of an efficient and productive group must prOVide for meeting two kinds of needs--what It
takes to do the Job, and what It takes to strengthen and maintain the group What members do to serve
group needs may be called functional roles Statements and behavIors which tend to make the group
IneffiCient or weak may be called nonfunctional behavIors or dysfunctional behaVIOrs

Each partiCipant should perfonn the functional roles or see that someone does

A TASK ROLES (functions reqUired In selecting and carrying out a group task)

1 Inltlatmg Activity proposing solutions, suggesting new Ideas, new definitions of the problem,
new attack on the problem, or new organization of matenal

2 Seeking Infonnatlon asking for clanficabon of suggestions, requesting additional Information or
facts

3 Seeking Opmlon looking for an expression of feelings about something from the members,
seeking danficatlon of values, suggestions, or Ideas

4 GiVing Infonnatlon offenng facts or generalizations, relating one's own expenence to the group
problem to Illustrate POints

5 GIVing Opmlon stating an opinion or belief concerning a suggestion or one of several
suggestions, particularly concerning ItS value rather than Its factual baSIS

6 Elaborating clanfylng, giving examples ordeveloping meanings, trying to enVISion how a proposal
might work If adopted

7 Coordlnatmg shOWing relationships among vanous Ideas or suggestions, trying to pull Ideas and
suggestions together, trying to draw together actIVIties of vanous subgroups or members

8 SummarIZing pulling together related Ideas or suggestions, restating suggestions after the group
has discussed them

B MAINTENANCE ROLES (functions required In strengthening and maintaining group
life and activities)

1 Encouragmg being fnendly, warm, responsive to others, praising others and their Ideas, agreeing
with and accepting contnbutlons of others

2 Gatekeeplng trying to make It pOSSible for another member to make a contnbutlon to the group
by saying, 'We haven't heard anything from Jim yet,II orsuggesting limited talking time foreveryone
so that all will have a chance to be heard Polling others

3 Standard Setting expressing standards for the group to use In chOOSing ItS content or procedures
or In evaluating Its deCiSions, reminding group to aVOid deCISions which conflict with group
standards (Standards may be groundrules or processes )

4 FollOWing· gOing along With deCISions of the group, thoughtfUlly accepting Ideas of others, seMng
as audience dunng group diSCUSSion

5 Expressmg Group Feeling summanzlng what group feeling IS sensed to be, descnblng reactions
of the group to Ideas or solutions

C BOTH TASK AND MAINTENANCE ROLES

1 Evaluatmg submitting group deCISions or accomplishments to companson WIth group standards,
measunng accomplishments against goals

2 Dlagnosmg determining sources of difficulties, suggesting appropnate steps to take next,
analyzing the main blocks to progress
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3 Testing for Consensus tentatively asking for group opinions In order to find out whether the
group IS neanng consensus on a decIsion, sending up tnal balloons to test group opinions

4 Mediating harmonizing, concIliating differences In POlnts-of-vlew, creating Win-Win solutions

5 Relieving Tension draining offnegative feeling byJesting or pounng 011 on troubled waters, putting
a tense situation In wider context

o TYPES OF NONFUNCTIONAL OR DYSFUCTIONAL BEHAVIOR

1 Being Aggressive working for status by cntlclZlng or blaming others, shOWing hostility against
the group or some IndIVIdual, deflating the ego or status of others

2 Blocking Interfenng With the progress of the group by gOing off on a tangent, citing personal
expenences unrelated to the problem, arguing too much on a pOint, rejecting Ideas without
consideration

3 Self-Confesslng uSing the group as a sounding board, expressing personal, nongroup-onented
feelings or pOlnts-of-vlew, bnnglng up Irrelevant matters

4 Competing vying with others to produce the best Idea, talk the most, play the most roles, gain
favor with the leader

5 Seeking Sympathy trymg to Induce other group members to be sympathetic to one's problems
or misfortunes, deplonng one's own situation, or dlsparagmg one's own Ideas to gain support

6 Special Pleading mtroduclng or supportmg suggestions related to one's own pet concerns or
philosophies, lobbYing

7 Horsing Around clowntng, jokmg, mlmlckmg, dlsruptmg the work of the group

8 Seeking Recognition attemptmg to call attention to one's self by loud or excessive talking,
extreme Ideas, unusual behaVior

9 Withdrawal acting Indifferent or paSSive, resortmg to excessive formahty, daydreammg, doodling,
whlspenng to others, wandenng from the subject

In uSing thiS classification, we need to guard agarnst the tendency to blame any person (whether
ourselves or another) who falls Into "nonfunctional behaVior It It IS more useful to regard such behaVior as
a symptom that alliS not well With the group's ability to satisfy mdlvldual needs We need to be alert to the
fact that each person IS likely to Interpret such behaVIOrs differently For example, what appears as
"blocking" to one person may appear to another as a needed effort to ''test feasibility" What appears to
be nonfunctional behaVior may not necessanly be so, for the content and the group conditions must also
be taken Into account

E IMPROVING MEMBERS ROLES

Any group IS strengthened and enabled to work more effiCiently If Its members Will do three things

1 Become more conscIous of the role functions needed at any given time, fulfill these roles

2 Become more sensItive to and aware of the degree to which you can help to meet the needs
through what you do, "between any two of us, there IS one of us I can control"

3 Undertake self-training to Improve your range of role functions and the skills In performing them
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IWARNINGS & REALITIES I
There are some real possibilities for failure In particIpative efforts

1 Some stakeholders are unWilling to particIpate

2 Some stakeholders lack the knowledge and skIlls needed for asserting their POSitions
(rational or emotional elements)

3 Some Issues are 100% cost and are purely dIstrIbutive In nature, so concession or
compromise are essential

4 Some parties favor a "political" stance that retains unilateral power despite JOint losses

5 Dealing With emotional matters requires high levels of skill that some do not have

6 DeSIgning processes IS difficult and time-consuming

7 Some Issues have sufficiently high emotional stakes that a skilled third party IS needed for
conventng and mediating the processes

Even where the attitudes of stakeholders are favorable, some "groupthlnk" problems may occur

1 illUSion Of Invulnerability

excessive and unrealistic optImism or Ignonng nsk, 'We can't be wrongI"

2 Collective Ignonng Or Discounting Of Warnrngs

not consldenng what others may do or what may go wrong

3. Inherent Morality

an unquestioned belief In the group members' Integrity, thus Ignonng moral and ethIcal
consequences of their deCISions

4 Stereotyprng Of Others, InSIde Or Outside The Group

prejudging others' Ideas or views (halos or horns)

5 Pressunng Dissenters

requlnng conformity and unquestioned loyalty to the group or Its process

6 Self-censonng

IndIVIduals withhold doubts and counter-arguments

7 Illusion Of Unammlty

assuming that silence IS consent or concurrence IS consensus (also known as "Abilene
Paradox")

8 Stopping Information FloW"

shutting off any channels that produce information contrary to the group's position or past
practices

9 Self-appointed Mrndguards

tendency of group members to ensure and enforce group coheSiveness In the face of any
disagreement
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IGROUPTHINK SAFEGUARDSI
Even when members of a group have "good intentions", they can run Into group dynamics that are
counterproductive Irving L Jams suggests these practices to ensure consensus Instead of concurrence

1 CRITICAL THINKING everyone IS a cntlcal evaluator of the group's work

• air objections and doubts,

• accept cntlclsm of Ideas, Views,

• practice what you preach (leader),

• discourage soft-pedaling (smoothing) conflicts

2 DO NOT PROSELYTIZE aVOid stating preferences or expectations at the outset

• use unbiased statements of the problem or task,

• use unbiased statements about resources or limits,

• conduct open InqUiry,

• explore, Impartially, a range of altematlves

3 ENSURE PARTICIPATION see that differences of status do not hamper partiCipation

• diVide Into subgroups, work Independently, then come together to resolve differences,

• use Independent groups to work on same question or problem

- each with different leader,

- each with same groundrules,

- each with same role

4 ENSURE CONSTITUENCY REPRESENTATION each member discusses group's
deliberations or conclusions with own work group and then reports back

5. USE OUTSIDE EXPERTISE use one or more qualified colleagues or outSide consultants to
meetwith the group on an IrregularbaSIS to challenge core members on theirprocess or results

6 REALITY TEST IDEAS spend slgmficant time explonng potential obstacles or VOiced
warnings, then, construct alternative scenanos to compensate

7 ASSIGN SAFEGUARD ROLES regularly assign a group member to one of the safeguard
roles, rotate assignments among members

• Devll's advocate challenge agreements,

• Angel's advocate challenge disagreements,

• Cassandra's advocate extend/explore warnings

8 HOLD "SECOND-LOOK" MEETINGS reconvene for the purpose of

• expressing doubts,

• investigating warnings,

• predicting obstacle probabilities,

• predicting potential negative Impact,

• rethinking entire Issue

9 GROUP, KNOW THYSELF set aSide time to examine the processes used and the indiVidual!
collective behaViors of group members (metameetmg)
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ITEAM MAINTENANCE CHECKLIST I
For a team to maintain Itself, It must establish methods for repeating teambulldlng activities when I
timely to do so The team must also build In review mechanisms so that It can make appropnate changes
In Its proceedings

GOALS

1 When will you review your vIsion? ( )

2 When Will you review your mission? ( )

3 How Will you track progress on your goals? ( )

4 How will you update/revise goals? ( )

5 How Will you reassess the priorities on your obJectives? When? ( )

6 What will you document about progress? When? ( )

7 What Will you report about status? When? ( )

ROLES

1 When Will you review the Job ActiVIties Profiles? ( )

2 How will you determrne ~nat a Job has changed? ( )

3 How will you periodically review procedures? ( )

4 Wilen will jOU repeat the delegation review? ( )

5 How will you monator each team's effectiveness? ( ) •6 How Will you change role expectabons? When? ( )

PLANS

1 How will you track progress on plans? ( )

2 Yfl'=a" Will you document about programs? When? ( )

3 What Will you report about status? When? ( )

4 How Will you hold responsible people accountable? ( )

5 How Will you re"lew your processes? When? ( )

GROUNDRl:LES

1. How Will you review your groundrules? When?

2 When will you use Process Observers?

3 How Will you review performance agamst standards? When?

4 How Will you prOVide performance feedback? When?

5 How will you review the standards themselves? When?

RELATIONSHIPS

1 When Will you reassess yourselT and your practices? How?

2 When will you reassess your team's practices? How?

3 How will you detect relationship problems?

196
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( )

( )

( )

( )

( )

( )

( )



• 4 How will you reassess your communication levels? When? ( )

5 How will you reassess your relationship methods? When? ( )

6 How will you reassess your scheduled forum effectiveness? When? ( )

7 How will you reassess your sanction methods? When? ( )

COMMITMENT

1 When Will you review your personal contracts? ( )

2 When will you review bilateral contracts? ( )

3 What Will you do to track the developmental activities you have planned? ( )

4 How will you detennlne development progress? When? ( )

•

•
197



97

•
Human Resources System

• Manpower planning
• Compensation and salary ad

ministration
• • Recruiting and manning

• Performance evaluation
• Career development
• Training plan
• Management succession plan

•
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....

• Human Resource Issues To
day

• Size of work force

• Structure of organization

•

•

• Education and skills of hiring
pool

• Te_c_hnology_changes- in all ar
eas

• Computerization and new



•

•

•

...

Strategic Planning

• Scan the environment
• Identify the organization

values
• Articulate a vision
• Define the mission
• Set goals
• ~lt.llt.~4- c-.4-....~4-egl·es

~~.~\.:.l ~l. ~l

r

1
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• Critical Issues

• National, state or local
regulations

4

•

•

• Rulings by energy
regulatory bodies affecting
your organization

• Any major board or council
changes

• Major repairs or purchases
of costly new equipment



•

•

•

• New technological
developments

• Substantial change in any
commodity used by the
organization

• Loss of key personnel



•

•

•

...

• Adequate facilities and
equipment

• Adequate, flexible power
supply

• Financial stability
• Management accountability



•

•
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....

Basic Principles of Salary Policy

• Fair and defensible
• Competitive
• Distinguish individual perfor

mances
• Provide motivation
• Reward increased responsibil-

ity
• Easy to administer
• Accepted by employees
• Be flexible
• Be supportive of other com-

pany programs



•

•
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...

Objective of a
Compensation System

• -Stimuiate-J\tlotivate
• Improve performance
• Increase volume
• Competitive-Retain
• Reward added work
• High salary for more respon

sibility
• Morale satisfaction



•

•

•

..

Keys for Success

• Clear vision and mission
• Strong leadership
• Responsive to external

demands
• Pro-active customer service
• Active community support

2
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...

• Elements of a Salary Program

Techniques
Job Analysis
Job Description
Job Evaluation
Job Classification

•
Objectives

To determine job facts
To record job facts
To determine relative job
worth
To construct

•
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•
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...

Human Resource Issues
For Tomorrow

Becoming a strategic partner
-Becoming --an- administrative
expert
Becoming an employee cham-

•pion
Becoming a change agent
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Training And Development

The focus of training is on skills
in action

Training is not for knowing
more but for behaving differ
ently
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•

Training and Development
Needs Assessment

Training needs always relate to:
• • Job performance

• Career development planning

•



•

•

•
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..

To be effective training must be
planned in terms of:
• real needs
• of the employees and
• the organization
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..

•

Real needs are:

knowledge and skills required
• for employee to be a fully effec

tive performer in current job;
or in next planned assignment

/

J
/

•
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..

Training and Development
Needs Assessment

• Review performance deficien-
•Cles

• Review career development
plans

• Review long range business
plans



•

•

•
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• Review hard data by function

• Interview top management

• Interview sample of employ
ees



•

•

•
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Needs Assessment

Review Long Range Business
Plans

• Technological changes

• Changes in operation

• Organizational changes

• New business lines



•

•

•
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• Expansion of markets
• Profitability and budget

changes

• Changes in competition

• Dropping business lines

• Increasing capacity

• Significant tax changes

• New government regulations



...--.
- Needs Assessment

Review hard data by function

• Employee turnover

37

• Accident rates and safety per
formance•

• Costs of accidents
in lost time
in equipment repair or re
placement costs

•
• Slick leave usage



•

•

•

...

• Maintenance costs

• Utilities costs
• Inventory costs trends

• Disciplinary cases

• Personnel costs
• Deviations from budget

• Fuel cost trends

• Employee benefits costs

38
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e

Training Plan
The training plan identifies the
internal training and develop
ment actions and external pro
grams needed to equip employ-

-e--- ees-at every level of the organi
zations with the knowledge and
the skills required to be fully
effective in their current job
and to prepare them for their
next planned assignment.

•
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•
Key Inputs
• Business Plan
• Manpower Plan
• Career development plans
• Training policies

• • Training legislation
• Calendars of planned inter

nal and external training
systems

• Training plan and budget
targets

•



•
52

...

Key Actions

Complete annual assessment of
-- organization's training needs

and priorities

•

•

• Review programs and facili
ties

• Design additional learning
systems as needed

• Develop training plan and
budget

• Provide training resources
• Monitor progress and train-



•

•

•
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...

ing effectiveness
• Monitor utilization of train-

ing on the job
• Manage training budget
• Critical Uses
• Manpower plan and budget
• Recruiting plan



•

•

•

25

...

Training For Organizational
Excellence

1. Clear vision of the goal and
mission of training.

2. Tightly linked to organiza
tions objectives.

3. Line management commit
ment and involvement.
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...

4. Excellent management
practices within the train
ing function.

5. Emphasis on practicality.

6. Use multiple sources to &s
sist.

7. Consistent delivery (Qual
ity).

8. Sense of urgency.



• ..
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9. Achieve critical mass.

• 10. Evaluation of results.

•
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PEOPLE TO PEOPLE SOLVING PROBLEMS (P.P.S.P.)

,

1

~'<)'+-
STEP #1 STEP #5..'" STEP #2 'iTEP #3 STEP #4

FIRST FORMAL f- SECOND FORMAL ~ FIRSTWRlmN f- SECOND WRITIEN I-..-
CONCLUSION

~
STEP #6

DISCUSSION DISCUSSION REMINDER REMINOER MAKING DISCHARGE
DAY OFF

Gin C£RTIFICAHS

SMIL£

LEnERS

THANKS

JOB ASSIGNMENTS

"THERE ARE DIFFERENT WAYS

POSITIVE REINFORCEMENT CAN BE GIVEN"

MEAL
~ ~~"

~~t-~ ~(,~~
f<..<0""': ~ ~~<r.fS

~9,,'<l~! ~'<l'+-~ --~
~,+-\

~""(,r;s

~~'<l
~<;)

~<;,....,: .. ~~
~:"~ ~"'-(,~ ",'<l~

BELOW STANDARD

*"~(,"" ~~~~
~,: '<l~V

'<l~ ~<r. _..--- _
ABOVE STANDARD .. ( .. ~",,~<r. ~ ~fI;-~ PAT ON THE BACK COFFEE

~,+-~'t-~~ <;::,~~~r;s
<o~ ~""Q

STANDARD

POSITIVE RECOGNITION
ADDRESSING THREE LEVELS
OF PERFORMANCE

~-"tir-
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PROCEED
WITH NEXT

APPROPRIATE
STEP

MAINTAINING
IMPROVED

PERFORMANCE
REINFORCING

OESIRED
PERFORMANCE

DOES PERFORMANCE
SHOW

IMPROVEMENT?- r---

o

IMPROVING
PERFORMANCE

IMPROVING
V.ORK HABITS

COACHING
ESTABLISH
POSITIVE

& NEGATIVE
CONSEQUENCES

REINFORCING
OESIREO

PERFORMANCE

YES/0.,
. 0

! UTILIZING
EFFECTIVE

I FORMAL
CORRECTIVE

. ACTION-PPSP
ESTABLISH
POSITIVE &
NEGATIVE

CONSEQUENCES

--- ----4--

WAS CORREC11VEI WHAT AcnON
AcnON TAkEN? IS HOW

APPROPRIATE?

HAS THE PROBLEM
OCCURRED

PREVIOUSLY

IS THE SKILL
USED OFTEN?

IS IT DONE IARE THERE OBSTACLES
FREOUENTLY? TO OETTING OESIRm

I'£RFORMAHCE?

THE [. ~ISION TREE

WHAT WOULD
HAPPEN IF

YOU IGNORED
IT?

BE SPECIFIC

WHAT IS THE
SHOULD?

WHAT IS THE
ACTUAL?

STATE THE IS IT
COULD IMPLOJ" IWMIiIlEEVmPER~ORMAHCE IMPOImllT7 00 IT If 8iNE ABLE TO

DMAnON HAD TO? DO IT?
---

IDENnFY WHY IS IT IF H1S1HER DID S/HE EVER
DEFICIENCY IMPDRTAIm LIFE DEPENDED DO IT IN THE

ON IT? PAST?

PROVIDE
FEEDBACK

I~ YEs/I
~ D NO I

YES , ~:
-l.--- D NO: ~ NO_____ I PROVIDE PRACTICE D

YESr D NO I ~ I SKill MAINTENANCE /' YE~
l> I oNO YES ~I I /

PROVIDE
FORMAL~RE IT TRAI,NING i 0 NOS II 0 ~~S

FORGET IT / ~ YE

I ~!~, i
I
I ALTER SITUATIONI : REMOVE OBSTACLES

I I
I I

I

~

"""'"
~

1
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PERFORMANCE: OBJEC( JVES AND EVALUATION

ce
•

\:.1!lPLOYEE Carl R~M...QXey _ CURRENT PO')ITlO,l Vl ce Pn.slOe()J__ Cne=r~g,..;yL-..__
ProducllO l

lob DescriptIOn _ __ --~ ----

Period Covered By ObJecllves froll _) 1.nuau-1 I 1982

Objectives Approvrd By

Quarterly Revlel/s Date

1st

lnd _

3rd _

4th _

Date Virillen

TI _D('cember~1~132-

')upervi sor ')lgn?tUlc

- ----- -- --

last Reviewed _

E1 plli\ r r III r

I

II

III

TV

V

VI
VII

~
VIII

~
IX.-

List Pnnclpal Accountabilities

All DP&L-operated electnc generatmg statlOns wIll have been managed to prodL.ce t:he results reguued to
support corporate obJectlves.
All ceo and CD GeneratIng facilltIe~ WIll have been monItored to Cctuse theIr management to operate aDO
maIntaIn these unIts In a manner to allow DP&L to obtaIn the results necessar} to meet Its corporate goals
The Steam DIVISIon WIll have been manageo 10 &. mannel caus10g It to be profl table whIle meet10g Steam
sales/ fuel, O&M/ manpower., capItal ana Steam losses goals
The VIce Presidenl of Energy ProductIon WIll have coordinated r allocated n oOllrces and monItored thE
ImPlementatlon of QualIty Management for the dIVISIon
Energy ProductlOn WIll have been Involved In deSIgn or lOstallatlOll or operatIon of vanous Computer
InformatIon Systems.
WIll have coordInated and monItored the FIve Star Safety Program ImplementatIon for the CorporatIon
The VIce PreSIdent - Energy ProductIon WIll have prOVIded requIred corporate reportIng to ensure proper
momtorIng of conformance to standards
Contnbute to Internal and external Industry and commumty programs
Labor RelatIons and SecurIty areas WIll prOVIde requIred corporate-Wide serVIces
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_COUNT I • •
MEASURABLf PERFORMANCE OB"CnVE' ~"[lGHj IDAROS I

I
PROGRESS REVIEW AND ACTION PLANS IRATINp- 'ITY

I I A J M STUAR1 STATION (DP&L Share) 4S

GeneratIon 4,~24,441 lm.tJ Cp I 4,746,603 /TIwh I em
Operatlng AvaIl 79 6% Cp
Equivalent AvaIl 69 5% Cp
Thermal Eft 100 9 Cp

I
101 0

I
Cp

Coal consumed 1,957,000 tons Cp 2,106,000 tons Cn,
Avg consumed prIce 43 40$/ton Cp 39 59$/ton Crr
GeneratIon 4,954,881 mwh D
Oper Avail 83 8% D I 85 5% I 0
Equivalent AvaIl 78 0% 0 84 1% D
lhermal Eff 101 7 D
loal dellvered 2,125,000 tons D 2,295,019 tom em
O&M Budget 16,200,000 $ Cp 15,900,000 $ Cp
Blanket Budget 1,300,000 $ Cp 928,000 $ em
CapItal Budget 7,300,000 $ Cp 3,930,000 $ D
l>',anpower Budget 632 Cp 559 D

B o H HutchIngS StatIon

Steam Umts

cperating AvaIl 91% Cp I 91 9% I an
EquiV AvaIl 84% Cp
Thermal Eff 91 4 Cp I 91 9 I Cp

Gas Turbines

Start RelIabIlIty 92%

I
I Cp I 90 9% I F

Thermal Eff 679 I Cp 56 7 I F

Steam UOlts

Operatmg AvaIL 93%

I I
em

EquIvalent AvaIl 88% em I 90 5% I D

Gas Turbines

Start RelIabIlIty 95% em
O&M Budget 7,200,000 $ Cp 6,910,000 $ an
Blanket Budget 400,000 $ Cp 152,000 $ an
CapItal Budget 1,117,000 $ Cp 143,000 $ Cp
Manpower Budget 181 Cp 149 D

~
"oal consumed 498,000 tons C[ 525,788 tons emAvg consumed PrIce 58 31$/ton Cp 57 18$/ton an



•
~/' C \l11en StatlOn

• •
CommercIal OperatIon 10-1-82 Cp

CommercIal OperatIon 8-1-82 D 6-30-82 D

ConstructIon Budget
GeneratIon
OperatIng AvaIl
EqulV AvaIl
Thermal Eff
Coal consumed
Avg consumed prIce
O&M Budget
Blanket Budget
CapItal Budget
l'lanpower Budget

396,700$
598,272 mwh

80%
75%
97 2

244,000 tons
56 85$/ton

1,500,000 $
200,000 $

57,800,000 $
202

Cp
Cp
Cp
D
Cp
Cp
Cp
Cp
Cp
Cp
Cp

277 ,103 $
282,836 mwh

67 1%
65 9%
79 7

116,272 tons
49 55$/ton

3,492,000 $
o

80,781,000 $
179

Cm

D

D F M Talt StatlOn

DeactIvate #5 UnIt 03-01-82
DeactIvate #4 UnIt 10-01-82
Decrease manpower 10 stages
WIth no forced layoffs
Manpower - March 82 - 137,
JUly 82 - 127, Oct 82 - 84
Feb 83 - 74, March 83 - 36,
Oct 83 - 15

Cp
Cp

D
D
D
o

3-3-82
9-30-82

125 3-1-82
116 7-1-82

69 10-1-82
59 12-31-82

Cp
Cp

o
D
D
D

e.s-
~

Coal consumed
Avg consumed prIce
Reduce stockpIle to
Oper AvaIl 4 & 5
EqulV AvaIl 4 & 5
Thermal Eff 4 & 5

DeactIvatIon Budget
O&M Budget
Blanket Budget

Oper AvaIl T P
EqulV AvaIl T P
'Ihermal Eft T P

158,000 tons
62 50$/ton

zero by 10-1-82
71%
66%
924

1,700,000 $
5,500,000 $

100,000 $

92%
90%
66 6

Cp
Cp
Cp
Cp
Cp
Cp

Cp
Cp
Cp

Cp
Cp
Cp

81,672 tons
58 59$/ton

10-7-82
85 2%
83 4%
79 4

672,845 $
3,981,267 $

52,000 $

100 0%
94 3%
33 1

C'p
em
em
D
D
F

o
o
em

D
D

F
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ABILITY rnASURABLE PtRrORMAI~C!: OIlJI ( rlvr~

E Total System

YlEIGH111AROS PRllGHESS HE VIEW AtIO A( rill" I I 'III ATING

System send out
OVOC Purcnases
Emergency purchases
Thermal Eft
OperatIng AvaIl
EqUlv AvaIl
O&M Budget

Emergency Purchases
Thermal Eft
Oper AvaIl
EqUlv AvaIl

11,366,369 mwh
137,926 mwh

72,904 mwh
96 0
78 4%
68 9%

30,400,000 $

18,641 mwh
96 9
82 3%
72 8%

Lp
CjJ
Cp
Cp
Cp
Cp
Cp

em
em
em
em

10,712,454 mw],
1')3,702 row:l

30,283,000 $

1,972 rowh
97 6
83 5%
79 9%

F
Cp

em

D
em
em
D

II

Develop semI-annual IndustrIal
comparIson study for performance
momtorIng

F Ensure delIvery to and operatIon
of the LRT to result In MaXImum DumpIng
Cost to DP&L of 1 82 $/ton

Operate and maIntaIn unIt traIns to
average 15 loadIngs per month

Procure and delIver 011 at an average
delIvered prIce of 1 11$/gal1on on a
system-wIde baSIS

ProvIde fuel and fuel InventorIes
consIstent WIth Long-Range Plan

A GeneratIon 1982

Cp

Cp

Cp

Cp

20

Done but requIres Iwprovement

1 42 $/ton

16

97¢/gallon

Done

D

em

em

Cp

~

~

MIamI Fort
Beck)ord #6
ConeSVIlle #4
East Bend #2

Total

2,020,592
717,198
524,726
953,363

4,215,879

mwh
mwh
IPWh
mwh
rowh

Cp
Cp
Cp
Cp
Cp

2,035,785 mwh
873,954 mwh
579,430 mwh
838,860 mwh

4,328,029 mwh

Cp
em
Cp
F
Cp
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MEASURABLE PF RFORMANCE OBJECTIVES e~ ___PRO~.HES~_REV~AND ACTION P_LANS _ IRATINGABILITY ~

Manpower
January 64 I I~ I 67 I ;PDecember 61 55

Avg Coal consumed prIce
54 09$/ton

I I~ I
55 62 $/ton I On'lhud St generatIon 29,210 MLBS /5,475 MLBS Cp

(LImIted to January & February)

IV I Establish Quality Program 'lime I 5 ICp I Done I Cp
Table by 1-1-82

MonItor Programs Progress on Quarterly I ICp I DonE' I Cp
BasIs

Monitor Administrator Reports monthly Cp Done I Cp
CommunIcate Program Progress Cp Done Cp
Quarterly or as requested

V I Energy Dispatch System I 5

Complete Factory Acceptance Test I ICp I 6-82 I r
by 1-1-82
Install &operate by 12-31-82

I I~ I
3-31-83 I F

Budget 9,937,000 $ 9,389,000 $ ProJected I Cm
.energy Resources InformatIon
System

InterIm Fuel Management System -
Fust Subsystem by 12/1/82 Cp Not Done I F

NCR ConversIOn of Fuel System - Cp 11-1983 I Cp
Last Quarter of 1983

AGE - Phase I Monthly Reports I ICp I Done I C'p
by 9-1-82

VI IA All areas audIted by 7-1-82 5 Cp Done
I Cp

B Follow-up AudItS one year after Cp On Schedule Cp
base audit

'6= I~
All Energy ProductIon areas to em IOn Schedule lem

\.~ ove one star during year

~
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MEASURABLe I'ERFIJRMANCE OBJECTIVES

an
an
Cp
Cp
an

•'I ~-00utJ
ABILI!

--~ Operatlng AvaIlabIlIty 1982

MIamI Fort 83 0%
Beck]ord #6 65 4%
ConesvIlle #4 54 1%
East Bend #2 75 3%

fotal 69 5%

C EquIval~nt AVaIlabILIty 1982

•
WEIGHT I S AI

Cp
Cp
Cp
Cp
Cp

PR'1GRFSS RFVIU' AND ACTION PLAI'lS

89 2%
81 6%
70 1%
75 6%
81 7%

----,'-
llA
•

MIamI Fort 74 5% Cp

I
85 7% an

I l3eck]ord #6 48 5% Cp 70 0% em
I ConesVllle #4 45 7% Cp 53 3% Cp
I East Bend #2 66 3% Cp I 71 9% Cm

Total 58 8% Cp 74 3% an

1
0 Thermal J~nlcIel1cy 1982

I MIamI Fort 99 1 Cp 99 6 Cp
IBeck]ord 116 926 Cp 97 4 em
IConesVllle #4 964 Cp 98 6 Cp
~ast Bend #2 93 6 Cp 95 1 Cp

Ie O&M Budgets 1982
,

MIamI Fort 6,500,000 $ Cp 5,730,304 $ em
Beck]ord #6 3,800,000 $ Cp 5,032,080 $ F
ConesvIlle #4 2,500,000 $ Cp 1,848,424 $ Cp
East Bend #2 3,400,000 $ Cp 4,622,163 $ F

F Blanket & CapItal Budgets 1982

MIamI Fort 5,200,000 $ Cp 2,131,000 $ F
Beck]ord #6 4,000,000 $ Cp 1,484,000 $ F
ConesvIlle #4 200,000 $ Cp 75,000 $ F
East Bend #2 2,900,000 $ Cp 1,623,000 $ F

III I Steam DIVISIon

Steam Revenue 8,234,000 $ 5 Cp 8,426,957 $ em
Steam Generated 1,236,969 M LBS Cp 1,449,209 M LBS em
J.<'Uel Burned 3,931,000 $ Cp 4,293,233 $ em
Steam losses 15% Cp 23 2% F
Operatmg AvaIL 95% Cp 84 7% F
O&M Budget 2,300,000 $ Cp 2,092,000 $ em- I Blanket Budget 200,000 $ Cp 159,000 $ em

~~"$-

~-~
~:;;;; 1'$.

'""~
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ABILI~ t1EASURABLE PERFORMANCE OBJECTIVES IWEIGHT IS ARDS I PROGRESS RfVIEW AND ACTIUN PLANS
" I RATING

D Provlde reportlng on a quarterly I ICp I Done ICp
or as requested baS1S

VII IA Prepare quarterly Energy I 5 ICp I Done ICp
Productlon presentatlons for ER
Board Commlttee meetlngs and
Management Revlew meetlngs

B Prepare and obtaln approvals I ICp I Not Done On Tlme IF
of 1983 budgets for approved
schedules

C Complete Performance Appralsals I !Cp I Done \Cp
and conduct lntervlews as scheduled
and ensure subordlnates conform to
standards

VIII IA Partlclpate as member of Klwanls, I 5 \Cp I Done ICp
EEl, ECAR, C of C , EPRI and
Speakers Bureau

B Make one external presentatlon Cp Done Cp
and one polltlcal contact quarterly Not Done F

IX 'A SUbrnlt Long-Range Securlty Plan 5 Cp Not Done I!
for approval by 7-1-82

B Admlnlster and coordlnate employee Cp I Done ICp
ldentlflcatlon and card access system

C Negotlate falr contract settlement I 1° I 12-16-82 IF
ln tlmely fashlon

D Cornmunlcate Labor Relatlons trends I Done /Cp
quarterly

E Cornmunlcate negotlatlons proceedlngs Cp I Done ICp
monthly or as requlred

.;:;~

1932X~~

~-~



• 11 tl U41 • •
v~

lTV I MEASURAIJI r PERFORMANCE OBJECTIVES WEIGHT DARDS PROGRE<;S REVIEW AND ArTiON PLANS RATING

---~-

~

~
~

"'-
'-~ BESTAVAILABLE COpy

~I


