
In Practice 

Think Globally; Sell Locally 

Compan ies that want to build 
long-term relat ionships with 
international customers should 

p r epa re their sa l e s fo rces to think 
globally but sell locally. 

Worldwide, customers have simi-
lar needs , but their ways of doing 
b u s i n e s s vary by cu l ture , says 
Kathleen Murray, director of interna-
tional market ing and development 
projects for Learning International, 
ba sed in S t amfo rd , Connec t i cu t . 
Companies in different nations also 
have different expectations for cus-
tomer/supplier relationships. 

Learning International asked more 
than 1,000 large c o m p a n i e s in 10 
western European countries to rank 
65 characterist ics that they expect 
long-term suppliers to demonstrate. 
They also a sked r e s p o n d e n t s to 
descr ibe h o w long-term suppl iers 
measure up to those expectations. 

In all the countr ies , the knowl-
edge, honesty, or dependabil i ty of 
the salesperson ranked first or sec-
ond among customer priorities. 

In all 10 countries, most respon-
dents reported that their regular sup-
pliers do not meet their expectations 
for basic selling skills, such as advis-
ing customers of changes, showing 
sensi t ivi ty to c u s t o m e r s ' pr ic ing 
needs, knowing products and ser-
vices thoroughly, and meeting emer-
gency needs. 

The s tudy po l l ed bus inesses in 
Austria, Belgium, France, Germany, 
taly, die Netherlands, Spain, Sweden, 
Switzerland, and the United Kingdom. 

"If suppliers try to approach each 
Tiarket with the same sales-training 
urogram, they might miss opportuni-
ies," says Murray . In par t icu la r , 
-forth American c o m p a n i e s might 
ind that their programs do not trans-
'lant well to European soil. 

She cites as an example a U.S. 
financial services organization that 
wanted to sell a high-end product in 
the United Kingdom. The company 
sent a "SWAT team" of crackerjack 
salespeople to the United Kingdom 
which failed miserably. Team mem-
bers knew the product, but "their 
style worked only in North America, 
says Murray. 

In Europe, relationships between 
suppliers and customers are more 
formal, and customers are more reti-
cent, Murray observes. "Americans 
will share information [with sales-
people ] much more readily," ex-
plains Murray. "In Europe, they will 
say, 'you should know about my 
business already.'" 

Smart suppliers train their sales-
people strategically by aligning their 
sales strategies with their marketing 
strategies, says Murray. 

"Look at how the customer wants to 
do business before you look at sales 
training," advises Murray; "If your 
organization is aligned to meet cus-
tomers' needs, then you give your 

Customer needs are similar 

worldwide, but ways of 

doing business vary by 

culture. 
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salespeople opportunities to sell. If not, 
you're asking them to be magicians." 

Above all, says Murray, make sure 
your international sales training pro-
gram p r e p a r e s your s a l e s fo rce to 
pursue your company's global strate-
gies by meeting local needs. 

Single c o p i e s of the r e p o r t . 
Achieving Customer Loyalty in 
Europe, are free; addit ional copies 
cost $25 e a c h . Con tac t Learn ing 
International, Marketing Department, 
225 High Ridge Road, Box 10212, 
Stamford, CT 06904; 800/456-9390. 

Follow the Bouncing Ball 

By Van Symons, a training and de-
velopment consultant based at 7137 
Via Solaria, San Jose, CA 95135. 

The pace of business continues 
to accelerate. To keep up with 
customer demands, companies 

have to improve qual i ty , d e v e l o p 
new products, and find ways to cut 
costs at an ever-increasing rate. 

Often, employees can't keep up 
with shifting roles and responsibili-
t ies , a n d p r o c e s s e s b r e a k d o w n . 
Employees lose sight of their organi-
za t ions ' goa ls , s i tua t ions that are 
exceptions to processes fall through 
the cracks, and employees find ways 
to work around processes when they 
want something done. 

W h e n my c o m p a n y s u d d e n l y 
g rew rapidly, all e m p l o y e e s deal t 
f irsthand with process b reakdown. 
Even t h o u g h w e d e v e l o p e d new-
processes to cope with b roadened 
responsibilities, many people tended 
to revert to old practices or circum-
ven t t he n e w sys t ems . E v e r y o n e 
seemed to understand how the new 
p r o c e s s e s w o r k e d bu t f r e q u e n t l y 
m a d e mis takes in c o m m u n i c a t i o n 
and implementation. 

So, we d e c i d e d to " b o u n c e the 
ball"—a communications technique 
that creates a humorous, nonthreat-
ening environment in which every 
person involved in a process, regard-
less of his or her status, participates 
in a p rocess walk- th rough . Here ' s 
how it works. 

Everyone involved in a process 
f o r m s a l a rge ci rc le . A fac i l i t a to r 
stands in the middle. To illustrate dif-
ferent steps in the process, employ-

ees toss a ball to each other. 
When a person catches the ball, 

the person explains what is received, 
done , and produced at this s tep in 
the p roces s . As the ball b o u n c e s 
a r o u n d the circle , t he fac i l i t a to r 
e n c o u r a g e s c o m m u n i c a t i o n a n d 
ensures that the ball keeps moving. 

Managers may comment only if 
necessary to clarify a task. If a step 
in the p rocess requi res a mee t ing 
a m o n g m a n a g e r s , t he m a n a g e r s 
move to the middle of the ring and 
describe how they make decisions. 

The technique always unfolds in 
the same way: Someone eventually 
asks a "dumb" question, which trig-
gers the identification of an array of 
i s sues a n d p r o b l e m s . Typica l ly , 
g r o u p s s tar t the p r o c e s s w a l k -
through after a lengthy discussion. 

At my company , we carried out 
"bounce the ball" off site and pro-
v ided mus ic and r e f r e s h m e n t s to 
help participants relax. 

We also carried out the review in 
two stages. During the first stage, to 
give eve ryone greater insight into 
others ' roles, every employee was 
assigned to represent someone else's 
job in the process . The faci l i ta tor 
encouraged employees to use funny 
s igns a n d ha ts to r e p r e s e n t the i r 
assigned jobs. 

Several w e e k s later , a f t e r t he 
issues the group developed during 
the review were resolved, everyone 
part icipated again. This time, each 
person represented his or her own 
job in the process. 

In contrast to other review tech-
n iques , "bounce the ball" focuses 
m o r e on p e o p l e than on th ings . 
"Bounce the ball" h e l p s b o o s t 
employees' morale and commitment 
by i l lustrating the va lue each em-
ployee brings to the process and the 
ways that all their jobs fit together to 
help meet organizational goals. 

Most Likely To Succeed 

Great training—that 's the dis-
t inction that earned six up-
a n d - c o m i n g c o m p a n i e s a 

p l a c e in Inc. m a g a z i n e ' s s e c o n d 
annual roundup of "The Best Small 
Companies To Work for in America." 

Why did training make the final 
cut of this year's six characteristics of 

worker-friendly companies? 
After considering the merits of a 

dozen or so categories, "it was obvi-
ous" that training serves to increase 
employees' productivity, self-esteem, 
and commitment to their employers, 
says Inc. Senior Editor J o h n Kerr. 
"Companies stand a better chance in 
the long term if they m a k e the 
investment in training." 

Here is Inc. 's pick of small com-
panies with big ideas about training: 
Datatec Industries. About one-third 
of the 325 employees of the Fairfield, 
New Jersey, compute r - sys tems in-
staller serve as mentors, sharing both 
"hard" and "soft" k n o w l e d g e with 
their peers. 
Dettmers Industries. A maker of air-
p l a n e f u r n i t u r e , b a s e d in Stuart, 
Florida, Dettmers focuses on "learn-
ing to learn ," wi th Sa turday role-
playing games that help foster team-
work among its 25 employees. 
Luitink Manufacturing. T h e metal -
s tamping manufac ture r in Menom-
onee Falls, Wisconsin, defines train-
ing as the horizontal learning passed 
f rom skil led w o r k e r to w o r k e r on 
well-mn teams. 
Nor thwestern Tool and Die Manu-
facturing. Under its aggressive-
ly run apprenticeship program, this 
Chicago-based manufacturer of pre-
cision tools , with 105 employees , 
pays unskilled novices good wages 
from the start—even when all they 
do is observe. 
Starbucks Coffee. A coffee retailer 
and w h o l e s a l e r h e a d q u a r t e r e d in 
Seattle, Starbucks ties its training to 
its business strategy by building its 
2,800 employees ' "affinity" with the 
company. Starbucks offers employ-
ees classes in everything from coffee 
knowledge to interpersonal relation-
ships. 
Triton Industries. T h e meta l -s tamp 
ing manufacturer in Chicago spenc;-
1.5 percent of its sales revenues o > 
training for its 160 employees . A 
employees attend its four-semeste 
32-week Triton "university," wher 1 

they study such subjects as readin ; 
blueprints and team building. 

"About the on ly c o m m o n eh 
ment" among the companies, write > 
Tom Ehrenfeld in Inc., "is that gre. 
t raining serves an immedia te pu 
pose and vividly illustrates the value 
and culture of the company itself." 
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Wall Street Project 

Co r p o r a t i o n s cou ld f ind that 
their human resource policies 
toward gay, lesbian, and bi-

sexual employees can actually affect 
their standing in the investment com-
munity. 

A three-year-old grassroots advo-
cacy g r o u p cal led the Wall Street 
Project fights workplace discrimina-
tion by discouraging investments in 
companies that do not treat gay, les-
bian, and bisexual employees equi-
tably. 

WSP, headquartered in New York 
City, encourages "socially concerned" 
investment funds to weigh compa-
nies' track records on issues of sex-
ual d ivers i ty w h e n d e c i d i n g on 
appropriate vehicles for investing. 

Also, as par t of an ongo ing re-
search project, WSP is surveying the 
CEOs and human resource managers 
of Fortune 1,000 companies to find 
out abou t their nondiscr iminat ion 
pol icies , d ive r s i ty -educa t ion pro-
grams, and compensation and bene-
fits packages. 

WSP Chair Nick Curto says the 
project expects to finish collecting 
and validating its first round of data 
for na t i ona l d i s s e m i n a t i o n in 
February 1994. Curto says the group 
expects such information to be wel-
comed no t on ly by gay men , les-
bians, and b i sexua l s , but also by 
their friends and families. 

"You d o n ' t h a v e to be gay to 
understand what we're saying here," 
Curto says. "We don ' t wan t more 
privileges and rights in the work-
place than anyone else; we just want 
the equivalent." 

Workplace Literacy 

Anew, comprehens ive guide-
b o o k f r o m the Center on 
Educat ion and Training for 

mployment covers resources, prac-
ices, trends, and tips on workplace 
teracy. 

The guide includes tips on locat-
ig material in ERIC and other data 
ases, an anno ta t ed bibl iography, 
escriptions of innovative programs, 
sts of organizat ions that serve as 
•sources on w o r k p l a c e l i teracy 
sues, and information on federally 

funded National Workplace Literacy 
Program projects. 

Workplace Literacy: A Guide to the 
Literature and Resources costs $7 
plus postage and handling; quantity 
discounts are available. To order, 
contact the Center on Education and 
Training for Employment , 1900 
Kenny Road, Columbus, OH 43210; 
614/292-4353. 

Call for Training Policy 

Citing p r o f o u n d s t ruc tura l 
changes in the world econ-
omy, the Business Roundtable 

has issued a statement calling for the 
United States to establish a work-
force-development system as a way 
to enhance U.S. competitiveness. 

The groups says that a national 

T o capitalize o n t h e ta len ts and creat iv i ty 
of a diverse work fo rce , y o u n e e d 
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A Winning Balance 
New video-based training that provides all your 

employees with the skills and awareness they need 
to succeed in today's diverse workplace. 

Most organizations understand the importance of creating a balanced 
workforce where the diversity of all individuals is valued and respected. 
But getting your employees to buy into the concept is no simple matter. 

A dramatic step forward in diversity training, A WINNING BALANCE 
helps your employees confront their own attitudes toward those who are 
different... teaches them how to create a more respectful environment... 

and shows them how to become "Diversity Change Agents." 
• •••• r 1 

"A WINNING BALANCE is a beautifully produced and... powerful 
program that meets the diversity issue head on." 

View The Monthly Newsletter of Business and Training Videos J J 

"[A WINNING BALANCE] does a nice job of framing 
the demographic and buisness concerns that commonly 

form the backdrop of corporate diversity initiatives. The video 
IAP 1-hp nennle are annealing and believable." 

Br0Ught to you by BNA Communications Inc.. the leader in video-based diversity training piojroms. 

Get a FREE Diversity Report! 
f>r an exclusive 36-page report on the challenges of diversity in the next 

decade. It's y o u r s FREE? just for taking a look at A WINNING BALANCE. 

Call Today for Your Preview and FREE Report: 

1-800-233-6067 
II 

BNA Communications Inc. 
a subsidiary of The Bureau of National Affairs. Inc. 

9439 Key West Avenue, RockviJle, MD 20850 
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workforce training and development 
policy should 
I v i e w w o r k f o r c e t r a in ing as an 
investment in human capital 
I recognize investment in human 
resources as an urgent priority for 
U.S. international competitiveness 
» be based on the principles of TQM 
I foster par tnersh ips among busi-
ness. labor, education, and govern-
ment 
» consolidate government training 
programs and anchor their adminis-
tration in local communities 
» recognize that businesses should 
p lay a l ead ing role in w o r k f o r c e -
development policies. 

The Bus iness Round tab le com-
prises the CEOs of more than 200 
major corporations. For more infor-
mation about the statement, "Work-
force Training and Development for 
U.S. Competitiveness," contact Dick 
Anthony at 212/682-6370. 

Training and the Fourth 
Estate 

A recent survey indicates that 
journalists crave more train-
ing, but that most n e w s p a -

pers take a sink-or-swim approach to 
professional development. 

As part of its National Project on 
Newsroom Staff Deve lopment , the 
F r e e d o m Forum, an i n d e p e n d e n t , 
nonprofi t foundation, surveyed 652 
journalists at 123 daily and weekly 
newspapers about their papers' train-
ing programs and practices. 
» Eighty percent of respondents said 
they want writing training; only 41 
percent said their employers regu-
larly offer such training. 
t Fo r ty - fou r p e r c e n t said they 
w o u l d l ike to a t t e n d w e e k l y or 
monthly seminars; only 14 percent 
said that their employers offer such 
regular opportunities. 
t Four percent said their newspa-
pers offer regular training in each of 
s e v e n bas ic skill a reas : wr i t ing , 
r e p o r t i n g , ed i t ing , p h o t o g r a p h y , 
graphics, design, and management; 
36 p e r c e n t said their n e w s p a p e r s 
offer no training at all in those areas. 

Many jou rna l i s t s r e p o r t e d that 
their frustration with the lack of pro-
fessional deve lopment might drive 
them from the field. 

According to an article detailing 
the study, publ ished in The Forum 
magazine, newspapers that do offer 
training report that the costs are low 
and the payoffs substantial. 

A training specialist at the Tampa 
Tribune, which offered 24 training 
courses in 1992 to its 400 staff mem-
bers, reported that "Ninety percent of 
what we do costs us nothing." 

Staff turnover , in contrast , costs 
from 20 percent to 30 percent of a 
lost staffer's annual salary, the article 
reports. Other hidden costs include 
the loss of r e a d e r s a n d p o t e n t i a l 
readers who do not find the newspa-
per's coverage satisfying. 

Acco rd ing to the ar t ic le , "The 
message to editors and publishers: 
Spend a little now [on training], or 
pay a lot later." 

Middle Managers Redux 

In the 1990s, co rpora t ions have 
come to view middle managers as 
so much fat to trim in o rder to 

streamline operations and boost pro-
ductivity. 

Now, a six-year s tudy f rom the 
Center for Creative Leadership finds 
that m u c h - m a l i g n e d midd le man-
agers play a critical role in boosting 
an organization's productivity, qual-
ity, and service. 

Instead of depleting the ranks of 
middle management , senior execu-
t ives s h o u l d b e t r a in ing t h e m to 
serve as "working leaders"—savvy 
bosses who combine knowledge of 
the i r b u s i n e s s wi th an abi l i ty to 
negotiate with senior management 
and across departmental lines, says 
Leonard R. Sayles, a senior research 
scientist at the center, and author of 
the study, The Working Leader: The 
Triumph of High Performance Over 
Conventional Management Principles 
(Free Press 1993). 

Such skills are particularly impor-
tant as companies seek to introduce 
n e w t e c h n o l o g y or b e c o m e m o r e 
customer-focused, says Sayles. Only 
middle managers , with broad con-
tacts across functions and access to 
senior management , can make the 
tough decisions that assure coordina-
tion among the many aspects of a 
new product, quality, or sendee ini-
tiative. 

Using Voice Mail 

Voice mail is a boon gone bad 
in far too many offices. Accord-
ing to Nancy Friedman, "the 

T e l e p h o n e Doctor," that 's because 
people forget to treat voice mail as a 
tool they need to practice using well. 

In her newsletter Tlje Friendly Voice. 
Friedman offers these tips for getting 
the most from voice mail, no matter 
which end of the line you're on. 

When using your own voice-mail 
system: 
» Record your own message, identi-
fying yourself and your department. 
t Be specific. Tell whe re you are. 
w h e n you will r e t u r n , and how 
ca l le r s can r each s o m e o n e right 
away rather than wait for you to call 
them back. 
» If you check your m a c h i n e for 
messages, let callers know. 
» Pract ice your r eco rd ing until it 
sounds natural. Smile while speaking: 
it will come through in your voice. 

When you are making a call and 
reach a voice-mail system, consider 
these suggestions: 
» Try "0" if you want to bypass a 
recording and speak with a human 
operator. 
» Leave detailed messages, includ-
ing the reason for your call. This will 
save time on callbacks. 

The Write Stuff 

Thomas Jefferson did it stand-
ing up . So did J u d g e Oliver 
Wendell Holmes. And so did 

Virginia Woolf. 
These r e n o w n e d wordsmi ths ail 

stood at standing desks to write. If 
you find yourself stuck on a writing 
project, standing up might work f< r 
you, too, suggests Marcia Yudkin. i 
Boston-based writer and writing co; -
sultant. Yudkin, author of 77 Wa s 
for Writers To Get Unstuck, al;- 1 

offers the following hints for blastii J, 
through writer's block. 

First, claim your strengths. Cor. -
plete this sentence: "I can write on 
when.. ." Use your answers as clu< > 
to the conditions that enable you ' 
write. For instance, if you can wri 
only when it's quiet, go to the offii ' 
early or stay at home to write. 

Consider wha t motivates you » 
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act in other areas. If you're artistic, 
try doodling or drawing your ideas 
first. If you work best with others, 
find a collaborator. 

Pay a t t en t ion to subt le signals. 
You might f ind you do your best 
thinking about writing assignments 
in the s h o w e r or wh i l e w a s h i n g 
dishes. Learn to listen to subcon-
scious messages you send yourself. 

Try expe r imen t ing with uncon-
vent iona l w a y s to wri te . Novelist 
Carolyn Chu te acts out all of her 
characters' pans as she writes—could 
you write your speech by pretending 
to be Steve Jobs , Jack ie Kennedy 
Onassis, or Lee Iacocca? Think about 
how a change of environment, tools, 
position (remember Thomas Jefferson's 
s trategy?), or e v e n a r o m a s might 
inspire you. 

6 
Managers as Survivors 

What can m a n a g e r s learn 
f rom "resil ient" chi ldren 
about coping with stress? 

A lot, says one researcher. Resilient 
children are those who survive child-
h o o d a b u s e a n d neg lec t w i t h o u t 
showing signs of serious disturbance, 
either as children or as adults. 

Good managers also are survivors, 
says Maurice Vanderpol, a Levinson 
Ins t i tu te assoc ia te , in the July 15 
issue of the Levinson Letter. 

According to Vanderpol, who has 
studied resil ience in both children 
and m a n a g e r s , res i l ien t qua l i t i es 
include the following: 

A resilient person has a realistic 
grasp of the problem at hand. He or 
she sees w h a t can and cannot be 
changed and adapts to the circum-
stances. 

A res i l ien t p e r s o n se ts c lear 
boundaries between her- or himself 
and others, knowing which thoughts, 
feelings, and reactions are his or her 
own and which are someone else's. 
^ m a n a g e r , fo r e x a m p l e , must 
"emain clear about which problems 
ire s o m e o n e else 's responsibil i ty, 
md must resist pressure to "absorb" 
he p r o b l e m s of p sycho log ica l ly 
leedy subordinates or bosses. 

A resilient person is aware of and 
olerates h e r or his o w n feel ings . 
Chen res i l i en t p e o p l e fee l sad , 
ngry, ashamed, or afraid, they can 

admit those feel ings—at least to 
themselves—without resorting to 
drinking, taking drugs, becoming 
violent, or engaging in other damag-
ing behaviors. Such behaviors only 
mask p rob lems wi thout solving 
them. 

Resilient people take responsible 
action to solve problems, without 
self-pity or manipulation. When they 
need help, they ask for it from those 
with the necessary skills or power. 

Resilient people have the ability to 
"let up" on themselves. They find 
ways to play, to relax, and to be nur-
tured and refreshed, despite their 
troubles. Nonresilient children who 
are abused and neglected build emo-
tional walls between themselves and 
o thers . Managers who can never 
l ighten up tend to burn out and 
abuse subordinates. 

Resilient peop le believe in the 
future. Resilient children believe that, 
despi te current difficulties, better 
things will come their way. For man-
agers, this is part of what 's called 
vision. 

In addition, resilient people have 
the ability to attract help and support 
without becoming passive or exces-
sively dependent. Managers who can 
attract the attention and support of 
mentors and co-workers enhance 
their capacity for survival. 

According to Vanderpol, managers 
can help subordinates maximize their 
resilience by 
t modeling resilient behavior when-
ever possible 
» fostering mentoring relationships 
with subordinates 
» encouraging exposure to a wide 
variety of work situations 
» treating instances of resilient or 
nonresilient behavior as significant 
inc idents to be d iscussed and 
included in performance appraisals. 

Presenting to the CEO 

Don't fall into the trap of think-
ing that a p resen ta t ion to 
your company's chief execu-

tive officer differs substantively from 
any other presentation. W riting in 
Personnel Journal, Peggy Stuart 
offers these tips garnered from HR 
professionals: 
Know your audience. F i n d o u t a s 

much as you can about your CEO's 
background, interests, priorities, and 
style. Keep in mind that, in general, 
most CEOs focus on organizational 
strategy and vision. 
Know your business. Show how your 
program suppor t s bus iness goals; 
remember to address how much it 
will cost and what benef i ts it will 
produce. Avoid HR jargon. 
Keep your perspective. Even as you 
champion your program, others in 
your organization also are vying for 
the CEO's a t ten t ion and s u p p o r t . 
Your CEO might have other priorities 
besides yours. 
Anticipate questions. Brainstorm all 
the quest ions that might come up 
during your presentation and plan 
your responses. Prepare to answer 
potential criticisms of your plan. 
Cut to the chase. Your CEO is busy; 
chances are, he or she is looking for 
basic information, not entertainment. 
Focus on the most important points 
and stay within your time frame. If 
the CEO wants more information, he 
or she will ask for it. 

Are You Game? 

HRD specia l i s t s use g a m e s 
ef fec t ively for many pur -
poses, but justifying games 

in terms of dollars and cents spent 
can be tricky. Theodore B. Kinni, 
writing in Quality Digest, suggests 
citing these "soft" rewards from train-
ing games: 
t Games raise people 's awareness 
and make them more open to learn-
ing. 
I Games foster interactive and col-
laborative learning. 
» Games persuade people to drop 
their guard and become engaged in 
learning. 
> Games are fun, an element that's 
too often absent from the workplace. 

"In Practice" is edited and written by 
Erica Gordon Sorohan. Send items of 
interest to "In PracticeTraining & 
Development, 1640 King Street, Box 
1443, Alexandria, VA 22313-2043-
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