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Self-Awareness on Patrol 

Have you ever had to face a 
rough group of trainees—the 
type who question everything 

you do, yawn and look out the win-
dow a lot, and genera l ly don ' t 
r e spond posi t ively to your well-
p lanned presenta t ion? Sure, it 's 
tough. But it could be worse. Your 
trainees could carry guns and clubs 
to class. 

Emily White , a consu l t an t in 
northern California, says she knows 
all about training rough crowds. She 
t eaches diversi ty a w a r e n e s s to 
California police officers. 

White finds her job quite difficult. 
With limited resources and time, she 
says she can barely bust through the 
police officers' layers of anger, apathy, 
and misunderstanding. She typically 
has only four hours to train a group of 
officers and help them to understand 
and change deep-seated attitudes. 

She begins every training session 
by explaining her background—she 
was a social w o r k e r with pol ice 
departments in New York—so that 
the trainees know she understands 
what police work is like. 

"Police officers don't usually listen 
to anybody who is not a police offi-
cer," says White, "so I have to prove 
myself. Once I qualify, they let me 
stay for the class." 

White says she 'd like to have 
more time to work with the police 
officers but the departments' budgets 
won't allow it. Having only four to 
eight hours to train these officers, 
White has found, is like training with 
both hands cuffed behind your back. 

Many of the officers would prefer 
not to a t t end the classes; they 'd 
rather be on the streets doing their 
jobs. Whi te says many deny that 
their departments have any problems 
and diink diversity training is a waste 

of time. For those reasons, much of 
White's time is spent winning the 
officers' trust and convincing them to 
get involved in what she has to teach 
them. 

"It is naive to think that you are 
going to change a police officer 's 
attitudes with four hours of training," 
says White. "At the end of these ses-
sions, I have only begun to scratch 
the surface." 

Ins tead of s p e n d i n g p r ec ious 
time teaching cultural awareness , 
White teaches self-awareness and 
h o p e s that the a t t i tudes she dis-
cusses in class will be remembered 
when the officers deal with people 
on the street. 

"It's more important for them to 
understand how it feels to be differ-
ent—to understand feelings of alien-
ation, of being alone, and of sad-
ness," expla ins White. "It is only 
through such a process that we can 
begin to get officers to start looking 
at others around them and to under-
stand how uncomfortable those feel-
ings are and to use those feelings to 
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d e v e l o p e m p a t h y fo r the p e o p l e 
they serve." 

During one exercise, White asks 
the officers to picture being at a party, 
having a good time. She asks them to 
picture someone asking what they do 
for a living and then dealing with the 
feelings of isolation as people at the 
party view them differently because 
they are police officers. 

"It h a p p e n s all the t ime ," says 
White. "Police officers are suddenly 
t r ea t ed as if t hey a re f r o m the 
m o o n — e s p e c i a l l y n o w , a f t e r the 
Rodney King episode." 

(She r e fe r s to t he i n c i d e n t in 
which Los Angeles po l ice off icers 
were v ideotaped allegedly beat ing 
King after stopping him for a traffic 
violation. After the off icers w o n a 
court case on the alleged beatings, 
people rioted in Los Angeles and in 
many other U.S. cities.) 

"Every officer, regardless of cul-
tural background, identifies with that 
example," says White. 

As o f f i ce r s u n m a s k the i r e m o -
tions in the training sessions, many 
of them get angry, says White. She 
says they are angry at the training 
process and at their chief for mak-
ing them at tend the session. Many 
are angry because they are uncom-
fortable letting their emotions come 
out—emotions that they have been 
trained to keep under control and 
d e t a c h e d f r o m the i r w o r k . But 
White says she welcomes the anger, 
e v e n t h o u g h it is o f t e n d i r e c t e d 
at her. 

"A lot of anger gets discharged as 
they get in touch with themselves," 
says Whi t e . "They d o n ' t k n o w 
where this anger is coming from, so 
they f o c u s it on the t ra iner , w h o 
becomes the scapegoat. They aren't 
angry at me but with the issues that 
w e br ing up . Some t ra iners can ' t 
h a n d l e tha t b a c k l a s h , bu t that is 
what you want so that you can deal 
with it and get it behind you. You 
can't do awareness training if anger 
is in the way." 

White feels she is working against 
t he o d d s . She admi t s that s h e ' s 
ba r e ly m a k i n g p r o g r e s s , ma in ly 
because training is only part of the 
answer to p rob lems of diversity in 
police departments. 

"Police depa r tmen t s , like m a n y 
companies, believe that training will 

f ix all the i r p r o b l e m s . But m a n y 
more organizational issues need to 
be deal t with first. Training won ' t 
c h a n g e much wi thou t those o ther 
changes. It's like putting a Band-Aid 
over a huge wound: It helps, but it 
doesn't get the job done." 

Seeing Green 

The recent "earth summit" in Rio 
de Janeiro, Brazil, focused on 
global integration of economic 

development and environmental pro-
tection globally. In the United States, 
many large and small corporat ions 
are p r o v i n g too that it is no t an 
either/or proposition. They have dis-
covered that protecting the environ-
ment is good for the bottom line. 

Ernes t Lowe, d i r e c t o r of t h e 
C h a n g e M a n a g e m e n t Cen t e r in 
Oakland, California, knows. He says 
that "old-fashioned common sense 
suggests that companies taking a sys-
tematic environmental stand will gain 
competitive advantage through cost 
savings, new revenues from sales of 
wastes and new environmental prod-
ucts or services, increased sales to 
cus tomers shopp ing green, h igher 
employee morale and creativity, and 
the holistic managemen t style that 
goes with the turf." 

O n e example is 3M, a c o m p a n y 
that has become famous for its prece-
dent-setting Pollution Prevention Pays 
program. 3M has learned that the best 
way to prevent pollution is to avoid 
generat ing it in the first place. The 
program encourages employees who 
are w o r k i n g on its p r o d u c t s a n d 
p r o c e s s e s to iden t i fy po l lu t ion -
prevention opportunities. Since 1975, 
3,000 such projects have eliminated 
more than a billion pounds of emis-
sions and have saved the company 
more than $500 million. 

Xerox Corporation's official policy 
states that it is "committed to the pro-
tection of the environment and the 
health and safety of its employees , 
customers, and neighbors." The com-
pany encourages employees to pay 
attention to resource conservation—to 
eliminate waste before it's generated 
and to save the costs of materials and 
disposal fees. Xerox provides cus-
tomers with options to recycle copier 
cartridges and office wastepaper. The 

company also has helped fonnulate a 
compound made from orange peels 
to replace a less environment-friendly 
chlorinated solvent formerly used in 
copier maintenance. 

Leadership in developing environ-
mental awareness can come from the 
top or from the ranks. The president 
of Weyerhaeuser recently announced 
a set of c o r p o r a t e e n v i r o n m e n t a l 
expecta t ions that included "having 
Weyerhaeuser Company viewed by 
our customers, neighbors, and other 
key audiences as the environmental 
leader in each locale." 

At USAir, f l ight a t t e n d a n t s and 
o ther worke r s p re s su red the com-
pany to start recycling the 11 million 
beve rage cans it carries each year 
(and to donate the proceeds to envi-
ronmental causes). 

Companies use a variety of incen-
tives to motivate employees to adopt 
e n v i r o n m e n t a l l y s o u n d prac t ices . 
Kodak has l inked some managers ' 
compensation in part to their perfor-
mance in preventing chemical spills. 
The results: a 47 percent reduction in 
such incidents. 

And a Xerox cafeteria offers free 
coffee refills to employees who use 
the i r o w n m u g s i n s t e a d of po ly -
s tyrene cups , which o f ten contain 
ozone-damaging compounds. There 
is no report yet on h o w many gal-
lons have been consumed since the 
program was implemented. 

— Sheila Kelly 
environmental consultant 

1444 Northwest Woodbine Way 
Seattle, WA 98177 

Training Versus the 
Recession 

Th e A m e r i c a n Socie ty fo r 
Training and Deve lopment ' s 
National HRD Executive Sur-

vey recently looked at whe ther the 
recession has hurt or helped training. 
What the survey f o u n d might sur-
prise a few people and delight many 
trainers. 

Despite the recession, many busi-
nesses either maintained their train-
ing b u d g e t s or i n c r e a s e d t h e m , 
according to the survey. 

Most of the respondents (77 per-
cent) admitted that their companies 
have been adversely affected by the 
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recession. But, as found in a 1991 
HRD Executive Survey, the effects of 
the recession did not necessarily 
mean cuts in training and develop-
ment budgets. As in the 1991 survey, 
40 percent of respondents reported 
no change in their training budgets, 
30 percent reported increases, and 
25 percent reported decreases. 

The 25 percent who reported cuts 
in training also reported across-the-
board budget cuts throughout their 
companies, or reported cuts for spe-
cific items such as travel. 

Organ iza t ions that r epo r t ed 
increases in their training budgets 
are focusing efforts on new areas. 
For example, 33 percent said their 
companies are focusing more on 
quality and total quality manage-
ment. Twenty-eight percent said 
they are increasing their efforts in 
management development , 9 per-
cent are looking at CBT and equip-
ment and materials purchases, and 
a n o t h e r 9 pe rcen t said they are 
increas ing e f for t s in all a reas of 
training. 

Other areas in which respondents 
said they are increasing efforts 
include executive development, per-
sonnel, diversity training, job skills, 
sales training, technical training, and 
career development. Some compa-
nies are increasing training in more 
than one area. 

Though 62 percent of respondents 
r epor t ed that staff had been 
decreased or laid off in their overall 
organizations, 75 percent reported 
no losses in training and develop-
ment staff. 

Consul tants ' jobs seem to be 
secure, too. Forty-nine percent of the 
respondents reported no change in 
their practices of hiring consultants, 
27 percent reported increases, and 
20 percent reported decreases. 

The recession has not changed 
top management's view of the value 
of training and development, say 51 
percent of the respondents. But 44 
percent said that top management's 
view of training has improved. The 
rest reported decreases in manage-
ment's view of training's value. 

Looking to the future, 7 1 percent 
of the respondents expect increases 
in training expenditures, 20 percent 
expect expenditures to stay the same, 
and 7 percent expect decreases. 

Mexico Trains To Increase 
Productivity 

Agrowing number of Mexican 
companies, Mexican industry 
groups, and transnational cor-

porations operating in Mexico are 
gearing up to meet the challenges of 
the global economy by instituting 
training programs that aim to raise 
productivity and quality by increas-
ing worker participation. 

It's not a quest ion of teaching 
people to do their jobs, says Jose 
Giral, but of teaching them to do 
their jobs well. Giral is general direc-
tor of Grupo Xabre, a large Mexican 
group with major holdings in the 
tourism, industrial, transportation, 
managerial, and financial sectors, 
including Mexicana Airlines and 
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Camino Real Hotels. He is one of the 
driving forces behind Instituto de 
Efectividad Xabre, Grupo Xabre's 
state-of-the-art productivity training 
center in Mexico City. 

The primary purpose of the insti-
tute is to instill in Xabre's workforce 
what Giral calls a "culture of effec-
tiveness." This includes a set of inter-
related values and behaviors de-
signed to break down the traditional 
barriers between workers and man-
agement; to increase understanding, 
communication, and teamwork among 
all staff members; and to motivate 
employees at all levels. 

In essence, Xabre's culture of 
effect iveness seeks to flatten the 
organizational structure of its compa-
nies, moving them away from a con-
ventional hierarchical chain of com-
mand and toward a more horizontal 
model, in which staff members at all 
levels assume greater responsibility 
and gain greater recognition for their 
efforts. 

One of the most fundamental and 
most difficult steps is reducing the 
gap between management and work-
ers. One important strategy is curb-

ing management salaries. Another is 
cutting back on management's fringe 
benefits and perks, such as multiple 
secretaries and assistants, and chauf-
feur-driven cars. 

Another critical aspect is recogniz-
ing knowledge and encourag ing 
employees at all levels to acquire 
knowledge and to innovate. "You 
need a lot more delegation, and a lot 
more authority and responsibility at 
different levels," Giral says. He 
admits that while the principle is 
simple, "the application is very hard, 
because you have a lot to dismantle. 
It's not fast. It takes us 5 to 10 years 
to change an organization." 

The institute opened two years 
ago and was originally intended to 
provide training primarily to Xabre's 
top management. But it has been so 

successful that a good part of its 
efforts is now devoted to training 
key staff from other companies. 

A large company at an earlier 
stage in its productivity program is 
Purina S.A. de C.V., the Mexican sub-
sidiary of Ralston Purina. Juan 
Gargallo, president and general man-
ager of Purina S.A. de C.V., says that 
the company recognized a need to 
increase productivi ty and to em-
power workers in order to accom-
plish its goals. 

Gargallo says that workers need 
to feel that they are more than pieces 
in the industrial process. He admits 
that introducing an organizational 
model that includes increasing 
employee responsibility is not easy. 
He says you have to promote the 
idea, talk to people, and train them 
to convince them that the change 
will benefit them and the company. 

Purina S.A. de C.V. believes that 
training first-line supervisors is a key 
to success. 'Twice a year, ' says 
Gargallo, "all of our supervisors spend 
a week in a seminar learning about 
leadership, human relations, manage-
ment techniques, and communicating 
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and teaching skills." The idea is to 
make supervisors more accessible to 
their employees and to conven them 
into peer trainers. 

Giral says that many smaller 
Mexican companies are making simi-
lar efforts intuitively. 

"If you ask them if they are 
engaged in productivity training," he 
says, "they might say no. But...that is 
precisely what they are doing. They 
are treating their people well, shar-
ing purpose , and communicat ing 
well." 

Giral says that implementing such 
programs to increase productivity is 
rapidly becoming a trend in Mexico, 
as it is in other countries. "This kind 
of training," he says, "is the only way 
for companies to increase productiv-
ity and compete successfully in the 
free-trade era." 

— Anne Geyer 
Mexican Investment Board 

Reforma 915, Lomas de Chapultepec 
11000, Mexico D.F. 

Quality Around the World 

According to a study by the 
American Quality Foundation 
and Ernst and Young, quality 

is certainly on the minds of busi-
nesses in at least four countries: 
Canada, Germany, Japan, and the 
United States. 

The study looked at several busi-
ness practices to see how quality 
affects the way companies operate in 
the four countries. The representa-
tives of virtually every organization 
surveyed said they believe that qual-
ity is a critical factor in their compa-
nies' strategic performance. 

More than half of the companies 
from all countries evaluate the busi-
ness consequences of quality perfor-
mance at least monthly. Quality per-
fo rmance is reviewed less than 
annually or not at all by 18 percent 
of U.S., 14 percent of Canadian, 9 
percent of German, and 2 percent of 
Japanese companies. 

In terms of cus tomer focus, 
German and Japanese companies 
place more importance on incorpo-
rating customer research into the 
design of new products and services 
than do North American companies. 
About 40 percent of Canadian, 

Japanese , and United States busi-
nesses place primary importance on 
customer satisfaction in strategic 
planning. About 22 percent of the 
German businesses do. 

Japanese companies use technol-
ogy twice as much as U.S. companies 
do in meeting customer expectations. 
But companies from all countr ies 
expect to increase their use of tech-
nology to meet customer expectations 
during the next three years. 

The s tudy also looked at how 
companies view process improve-
ment—the practice of continuously 
reeng ineer ing the p rocesses by 
which products are created and dis-
tributed. Of the companies surveyed, 
those in Japan were more likely to 
emphasize process simplification and 
cycle-time reduction than were those 
in the other countries. About half of 
the Japanese companies use process 
simplification or process cycle-time 
analysis more than 90 percent of the 
time. Fewer than 25 percent of the 
businesses in Canada, Germany, and 
the United States "always or almost 
always" use those pract ices to 
improve business processes. 

When asked if they expect to 
increase employee involvement in 
quality-related teams, businesses in 
all countries except Japan said they 
would. Japanese companies expect 
little change; they already have the 
highest rate of widespread participa-
tion of employees in regularly sched-
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uled meetings about quality, accord-
ing to the survey. But 64 percent of 
the J apanese compan ies that re-
sponded said they do not organize 
most of their employees in quality-
related teams. 

For more information about the 
study, contact Ernst & Young, 1600 
Huntington Building, Cleveland, OH 
44115; 216/861-5000, or the Ameri-

can Quality Foundation, 253 West 
73d Street, New York, NY 10023; 
212/724-3170. 

Tackling ADA Fears 

The U.S. Equal Employment 
Opportunity Commission esti-
mates that it will receive up to 

15,000 charges of disability discrimi-
nation before next July-—in other 
words , in the first year af ter the 
Americans With Disabilities Act went 
into effect for most U.S. companies. 

Are businesses worried about fail-
ing to comply with the new law? Are 
they taking action to avoid problems? 
According to a survey by the Bureau 
of National Affairs, many are. 

A little over half of the respondents 
(54 percent) feel that their organiza-
tions are "mostly" prepared to deal 
with ADA requirements. Forty-three 
percent said they are "somewhat pre-
pared." Only 2 percent said their 
organizations are "not very" prepared 
to deal with the requirements. 

Most of the employers surveyed 
(57 percent) have made "moderate 
efforts" to comply with the law, 31 
percent say they have made "exten-
sive efforts ," and 12 percen t say 
they've made "minimal" efforts. 

According to the survey, 79 per-
cent of r e sponden t s expect their 
organizations to expend moderate 
(51 percent) or extensive (28 per-
cent) efforts on ADA compliance 
during the next year. 

In the survey, human resource 
professionals said they are "very con-
cerned" (32 percent) or "moderately 
conce rned" (44 pe rcen t ) about 
potential litigation resulting from the 
new law. Twenty-four percent were 
"not very concerned." Yet many HR 
professionals (69 percent) said they 
are "very familiar" with the ADA. 

The survey also revealed some 
good news for consultants: 37 per-
cent of the respondents expect to 
use outside experts during the next 
year to help them comply with the 
ADA. 
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