THAT WORK

In each issue, the Journal u-ill carry one
or more fresh ideas that have been success~
fully applied to the human resource devel-
opment environment, and,, in most ccLses,
have saved organizations money and valua-
ble time through increased productivity. If
you would like to share a working "idea"
with other members of the profession,
please submit it to: Training arid Develop-
ment Journal P. O. Box 5307, Madison W
53705.

DEALING WITH EXECUTIVE
STRESS IN THE OFFICE

Addressing more than 200 corpor-
ate and institutional executives at
a three-day workshop on the
theme, "The Challenge of Manag-
ing in a Regulated Society," Dr.
James J. Gallagher, chairman of
Career Management Associates of
New York City, noted that good
news as well as bad can add to the
stress of business men and women.
A large percentage of corporate
management officials have neces-
saily developed highly personal
techniques for coping with stress
and are able to handle higher levels
d pressure than the average per-
on, Dr. Gallagher told the group.
He offered a seven-point pro-
gram o physical activity in the
office to enable the average execu-
tive to cope with stress-inducing
problems, and a five-point ap-
proach to work planning to lessen
psychological tensions of the job.
First, stand up during phone
c ~ " °Yt® physical stress.
Second, take a "seventh inning
stretch’ five or six times a day,
and certainly between meetings.
Third, take catnaps — "lie down
m your office and listen to the
ound o your breath,” a practice
ur. Gallagher said helps to "blank
everything out of your mind."
fourth, park at the far end of
your parking lot, so you have to
& little further to and from
your office. "The president's loca
Jon closest to the door is bad for
'm_ad | know of a president of

one company who has his ‘reserv-
ed sign closest to the gate, in-
S163(1.

Fifth, try to conduct short meet-
ings with everybody standing - it
is less tense and it can aso keep
the meeting shorter.

Sixth, carry a heavy attache
case — overload the briefcase
when you go home at night even if
you don't open it, to get the exer-
cise of carrying the weight.

Seventh, flex your arm muscles
asyou carry the briefcase, another
physical means o relaxing tension.

Dr. Gallagher noted that exer-
cise can lower the pulse rate and
with calisthenics, jogging or bicyc-
ling, atense executive can reduce
the pulse rate by five beats per
minute over a month's time.

For emotional stress the doctor
proposed a five-point regimen:

First, "Psyche yourself" into
self-respect.

Second, feel mastery of your
own working world — in schedul-
ing your day plan to do what is
most important first, and set some
intensive activity from which you
can take a break periodicaly.

Third, give priority to tasks you
enjoy in your overal assignment.

Fourth, give some priority to
those tasks you feel sure you can
achieve.

Fifth, break up tasks into separ-
ate goals — for example, consider
areport in terms o research, out-
line and writing, and feel the
achievement of completing each of
the steps, creating "three satisfac-
tions from a single task."

INTERNAL INSTRUCTORS

"We believe in people.”

It isasimple statement but mak-
ing that belief work for peopleinan
organization is a real challenge.
Meeting that challenge becomes
most important and at the same
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time difficult when trying to keep
people productive for their entire
company lives, and this is especial-
ly true for trainers, who ultimately

ive the tools of success to those
they train.

Trainers give to their pupils in
much the same way as rain
breathes life into dry ground.
When it rains, the impact o the
moisture is almost immediately
felt, with the real impact coming
later asthe ground holdsthe water
and continuesto givelife long after
the rain is gone. But, if it rains too
much, the ground becomes saturat-
ed and the results can be damag-
ing. The same is true for trainers.
Their impact islife-bringing to the
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organization, but when they've
trained too long, their effective-
ness lessens and may even dam-
age.

The problem, then, is how to get
the most out of your trainers with-
out reaching the oversaturation
point. At Mountain Fuel Supply
Co. we've turned to internal in-
structors to solve this problem,
maximizing the effectiveness of
our instructors and their training.

Gene Dalton, Paul Thompson
and Raymond Price, in a study
with engineers, have researched
the problem of keeping people
effective all of their corporate
lives.1 The conelusion of the study
was that individuals move through
stages of career development. If
this progression is blocked, the in-
dividual becomes more unproduc-
tive as time goes on. The stages of
career development can be sum-
marized as follows:

1. Transition from school to work

AFFIRMATIVE ACTION.
THE BUSINESS COMMUNITY and
HIRING THE HANDICAPPED

The award winning* film

Come Work With Us

a look at successful affirmative action
for the handicapped in the business
community, is now available for use
in EEO training modules, supervisor
sessions, etc.
* 1977 U.S. Industrial Film Festival
* 1978 International Rehabilitation
Film Festival
19Va min./color. $175.00
For free brochure, write or call
FILMASTERS INC.
410 First Ave.
Pittsburgh. PA 15219
(412) 391-2907
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environment; picking up a
mentor,

2. Specializing, confidence-

building, and developing in-

dependent work and ideas.

3. Broadening interests and ca-
pabilities, becoming a mentor,
interfacing.

4. Autonomous development,
becomes a sponsor, influenc-
ing direction of organization.

Avoid Stagnation

These stages are applicable to all
members of an organization, in-
cluding trainers. Therefore, as
trainers are in the company longer
and longer they must be able to
move between these stages to
avoid becoming stagnant.

The need is to help the trainer
move between stages, ultimately
becoming a trainer of trainers or a
mentor. In this position, they can
lead others and coordinate training
activities. We have found that the
best way to do this is to identify
internal instruetors, from the
ranks of the trained.

In addition to helping trainers
stay more effective, there are
other reasons for using internal in-
structors. One of the most im-
portant reasons, and perhaps the
most critical for success, is their
commitment. As soon as instruc-
tors have input into a program,
their investment becomes differ-
ent. The instructors have become
committed to the program and its
success. An example from our
company describes how this
works.

We had not had communications
training for our business office
personnel, and it had not been
explored. We decided, since our
business representatives were
having problems coping with high
bill complaints and other cus-
tomer problems, to put everyone
through a transactional analysis
session.

The thought of a new training
department with outside people
running everything and “What the
heck is TA?” were typical re-
sponses. So, to soothe the fears,
we decided to bring al six busi-
ness-office supervisorsin and teach
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them to teach TA. We taught
them one segment every day for
five days. Then, they taught all
summer long once a week to the
people in all 23 business offices.
The program was a great success,
turnover is down and we are doing
advanced TA this summer. Having
the supervisors teach TA not only
committed them but has also
served to insure follow-up support
on the job. They have become our
internal trainers.

The acquiring of new skills and
the potential for growth of the
internal instructors should not be
understated. This offers an oppor-
tunity for the internal instructors
that can be very rewarding. The
key here is for the professional
trainer to coordinate and facilitate
but to stay in the shadows and
make sure the “invited” instructor
has the limelight and gets the
credit.

Monitor the Process

Probably the major concern in
using internal instructors is the
quality of the instruction. If the
instruction quality is low, the
overall quality of the program is
greatly reduced, so it is important
that the trainer monitor carefully
the instruction process. This moni-
toring becomes critically important
when the instruction is the life and
limb of the program. And, of
course, internal trainers must be
well-trained before expecting them
to teach others.

Here are some specific steps
that can be taken to insure that
people selected to instruct are
well-prepared, that the quality o
instruction does not suffer, and
that the instructors succeed:

1. A belief that the program will
work if used properly.

2. Instructor seminars to give
instructors the tools they need to
be effective.

3. A manual for the instructors.

4. A few practice runs for the
instructors.

5. Counseling and help for the
internal instructors to make the
program work.

In summary, the benefits that
can come to a company with the




use of internal instructors are:

1. Growth of trainers as they
move from stage to stage and
progress within the company, thus
insuring constant training effec-
tiveness as well as constant trai ner
productivity.

2. Greater impact of effective
training on the company.

3. Reduced costs o training.

4. Increase in program commit-
ment by the instructors.

5. Development of &l individ-
uals involved, trainer and pupil
aike.

With a sharp eye on program
quality and proper preparation,
the program will work for you as it
did for us. — Common I. Arling-
ton, Director of Training; N. Patri-
cia Freston, Ph.D., Assistant
Director; Cory R. Scott, Graduate
Intern.
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PROBLEM SOLVER
ROTATION

You may be interested in knowing
o a teaching/training technique
that I'm using here at Laredo State
University. | cdl it the Problem
Solver Rotation (PSR) technique.
It works as follows:

First 1 appoint four Problem
Solvers and give each a short
(about five typed lines) statement
o a problem or of a question to be
answered. | then divide the remain-
der of the classinto four "advisory"
groups-A, B, C and D, and
station them around the room.

First Problem Solver 1 goes to
Advisory Group 1, Problem Solver
2 to Advisory Group 2, etc., for
their ideas about his problem. After
about seven minutes the problem
solvers rotate—Problem Solver 1 to
Advisory Group 2, and so on, to get
their ideas. Thus, after half an hour
each problem solver has seen dl

BUILD YOUR PROFESSIONAL TRAINING LIBRARY

EXPAND YOUR COURSE OFFERINGS

four advisory groups and each
group has worked on dl four
problems.

The problem solvers move next
to the front of the room and take a
few minutes to collect their
thoughts. Then each gives a five-
minute report of his or her major
conclusion, followed by questions
and/or comments from the
audience.

Finaly, the advisors vote by
secret ballot to select the problem
solver who came up with the most
adequate solution, and the problem
solvers vote on which advisory
group helped them the most.
Inexpensive prizes are presented.
The obvious advantage of the PSR
technique is that everyone is in-
volved at all stages. Another
advantage, with some groups, is
that it works very well where some
students prefer to work in one
language and others in another.
One simply picksbilingual students
to be problem solvers, and uses
language preference as a criterion
for setting up the advisory groups.

Kenneth D. Weiss, Department
of International Trade, Laredo
Sate University, Laredo, TX.
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handsome padded loose-leaf binder or in a custom designed
boxed case of booklets dividing the topic into study units.

¢ Supervisory Management by Eckles—Ideal for the newly
promoted manager.

< How to Manage By Objectives by Mali—An excellent way to
introduce MBO to your firm.

¢ Managerial Accounting by Korn—Presents basic principles
for the non-financial manager.

« Effective Selling by Crissy—For all managers with
responsibility for a sales force and training.

Send to: John Wiley & Sons
Professional Development Programs
605 Third Ave., New York, N.Y. 10016
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manager with responsibility for a
department or division.

C Project Management by Silverman—
Organizing and completing a
set of goals.

¢ Successful Writing by Vardaman—A
detailed, "How-To" program in
communications.

« Effective Presentation by Mambert—
How to plan and execute presentations
that motivate people.

¢« How to Develop Dynamic Leadership
by Fiore—A step-by-step guide to
improving a manager's promotability.
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