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Dilemma of
Management Leadership

In a recent two-day workshop at Scripps Memorial
Hospital in San Diego, CA, the process of trauma in the
transition to leadership, supervisory or management
roles, was explored. Entitled "Easing the Trauma of
Transition: Managing Your Upward Move," the program
zeroed in on a problem common to corporations, as well
as to the nursing profession and health-care industry.

According to Lorrie McGrath, a management consul-
tant to industry and health-care delivery systems, there
is a definite process of trauma that takes place, based on
"half-truths" told in selling a new position, "selective
listening" on the part of the person being promoted and
the "awful truth" that is discovered once the honeymoon
isover.

Here is the scenario: a corporation seeks to promote a
member of its staff to a supervisory or middle-manage-
ment position. A "pseudo-courtship” process begins, a
"wooing" filled with flattery and promises. However, the
painful realities of the new job soon set in and the
employee in the higher position suddenly finds himself ill-
equipped and unprepared to handle that reality.

"Many people find this experience so traumatic that
they drown in the system," McGrath said. "This is not
only a personal loss, but an organizational loss as well."

When approached by McGrath with the concept of this
innovative workshop, Scripps Continuing Education Co-
ordinator Vicki Nenner, R.N., was eager to assist in the
program's development. "I think that Scripps acknow-
ledged the traumathat is always present in moving up to
a supervisory role. By meeting the needs of their nursing
staff during this critical transition period, they recog-
nized that providing support to meet the personal needs
of their nursing staff will ultimately affect the quality of
patient care services," McGrath said.

ABOUT THE CONCEPT

"Easing the Trauma of Transition: Managing Y our Up-
ward Movement" focused on the problems of people new
to supervisory roles. At Scripps Memorial, a hand-picked
group of 21 nurses were chosen to participate in this pilot
project.

In the Scripps workshop, the reality of change as it
relates to promotion was defined. According to McGrath,
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transition poses problems for the hospital and nursing
staff alike. All too often, the employee is "wooed" by her
superiors and comes to the new position with fal se expec-
tations and, as she puts it, "untested assumptions."

"This is due to selective listening," McGrath pointed
out. "All of us, fromtimeto time, hear only what we want
to hear. Later, in their new jobs, employees wake up to
the stark realities and say, 'Oh, God, this is what it is.'
They are unprepared for what they have al described as
an 'unbelievable sense of aloneness'."

In the workshop, the Scripps Memorial employees
were shown how to assess their own behavioral styles
and motivation. They clearly identified their strengths
and were able to see themselves in a different, more
positive way.

"In skill sessions that followed, participants tested
ways in which they could be assertive and self-confident
in their new positions, without negative results,”
McGrath said. "We led them to ask very basic questions:
How do | view myself in this new job? Why was | chosen?
What are my strengths and weaknesses? What do | have
to offer and what, in turn, do | expect to gain from this
promotion?"

THE NEXT STEP

The intensive two-day seminar will be followed up in
three weeks by personnel "focusing” sessions on an indi-
vidual basis. The nurses will talk about themselves in
relation to any changes that have occurred as aresult of
their participation in the workshop.

In the aftermath of the workshop, Esther Hawk, R.N.,
vice president of Patient Services, is exploring the possi-
bilities of having a similar program for other nursing
supervisors. It is her feeling that "much of the trauma
that seems to exist may be minimized by involving this
next level of nursing management in the process."

According to McGrath, the workshop idea came about
after she had talked with several friends who were be-
coming "casualties" of the very system which was seek-
ing to move them up the corporate ladder. "These were
all very charismatic people who became involved in this
seductive trap and were unable to find their way out,"
she explained. "Since they could not translate charisma
into managerial skills, they were inevitably asked to step
down from the new positions, resulting in the 'stigma of
failure' that so often surrounds an episode like this."

Obviously, this kind of experience is not cost-effective
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"Producing Slide
and Tape Presentations"

To many readers, educational technology today is
nearly synonymous with what has been labeled as "high
technology" — satellite broadcasting, television by cable
and broadcast, microcompu-
ters, and direct instructional
applications of automated
data bases. The organizing
of information into purpos-
ive messages, however, is at
the heart of the develop-
ment of a technology of in-
struction, and ageneral edu-
cational technology. The
vast array of communica-
tions tools at our disposal to
accomplish this job always
impresses.

This latest in the series of books of readings from
Audiovisual Instruction magazine has to do with what
many of us in this professional field have come to regard
as basic or conventional communications media-slide tape
presentations. The growth of photography as a general
activity among the citizens of this country has been
phenomenal. Nearly every elementary child has been ex-
posed to the 35mm slide. It is probably one of the most
easily used, technically and operationally, media that we
have in our inventory.

This book of readings is dedicated to serving as a
reference and book of ideas on the use of slides in combin-
ation with audiocassettes for presentation design.
Included here are some basic tips on putting together a
presentation, techniques for improving the visual im-
ages, how to make title slides, a section on equipment,
and examples of use in operational situations. The book of
readings concludes with some notions that are labeled as
innovative ideas, but | suspect that there are ideas
throughout the articles in the book which the interested
reader will find useful.

It isour hope that these basic ideas on visual presenta-
tion will move the field forward.

For additional information contact Publication De-
partment, A.E.C.T., 1126 16th St. N.W., Washington,
DC 20036.

Employees Learn Faster
With Computer Instruction

Classroom lectures and guided on-the-job training are
taking a back seat at Olin Corp.'s Stamford, CT, head-
quarters. A computer-based instruction system is being
used instead to train the Chemical Group's new hires to
process sales orders.

Since using an interactive instructional system (IBM)
the time required for customer service representatives to
become productive has decreased significantly, say com-
pany officials.

"Formerly it took new customer service representa-
tives from three to six months to reach 80 percent effi-
ciency," says Ben Graves, corporate manager of interac-
tive instructional systems. "Now they reach that same
level of proficiency in four to five weeks."
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Andy Chudy, supervisor, marketing operations for the
Chemicals Group, agrees. "The results have been
fantastic. The computer-based training system improved
our productivity from the moment we started using it."

According to Chudy, orders for the Chemical Group's
Specialty, Urethane, Organic, Poly Chem, industrial,
consumer and agricultural products are received by
phone and processed by customer service representa-
tives at Olin officesin Stamford, Little Rock, Ark., and
Orange, Calif. At each of these locations, orders are
keyed into video display terminals linked to Olin's com-
puter.

In the past, to teach new customer service representa-
tives the correct way to process sales orders and handle
customer inquiries involved four weeks of traditional in-
struction — a combination of lectures with one-on-one
guidance at the computer terminals and on-the-job
training.

Today, the new hires are still at the computer termin-
als, but this time instead of keying orders into the
computer, they're using a training system programmed
into the computer to learn their new jobs.

"With the computer system we can simulate work
activities and give trainees hands-on experience. They
learn by doing," says Graves.

Aside from the speed at which employees learn their
new jobs, Olin officials are impressed with the training
system's economy.

Since it's only a matter of "piggybacking” on existing
computing resources "our only cost is for program devel-
opment and delivery," adds Graves.

"With the cost of delivery so low," says Boris Sichuk,
Olin's director of development and training, "partici-
pation in the instructional programs can be extended to
many more individuals."

And, adds Jane Murphy, manager of interactive in-
structional systems for the chemicals group, "With this
system the instructor's actual teaching time is cut by
about 75 percent. This gives us time to develop new
courses.

"The old training program,” says Ms. Murphy, "was
terribly time-consuming."

Olin's computer-assisted training program is designed
to present amodular approach to learning new skills. The
course proceeds in a "go-at-your-own pace," covering all
aspects of the sales order process — taking customer
calls, entering orders into the system, correcting data
entry errors, and using the system to find out the status
of outstanding orders.

"The system allows the learner to move at a pace that
isright and comfortable," says Sichuk. "The student also
gets immediate feedback on progress. When making cor-
rect responses, the computer encourages continuation.
When a mistake is made, the computer flags it and
prompts review of the instructional content.”

Flexibility of scheduling is another advantage, he adds.
"Students can use the terminal at a time that is
convenient for them and for others in the organization."

Students can access only those courses for which they
are registered and for which they have completed the
appropriate prerequisites. They cannot access any other
courses or data stored in the computer, says Ms.
Murphy.

At any time, however, trainees can "page back"
through the module to review material. The system also
allows qualified students to skip courses or portions of



Development fournal, August 1981 — &




The Do's and Donts Managers.
and Supervisors must utilize

10 avaid Costly AAERED
Viglations. ..
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personnel administration re-

sponsibilities, such as interviewing, hiring, job assign-
ments, training and development, performance ap-
praisal, promotion, and discipline, within the letter and
spirit of AA/EEO laws and regulations. Specific guide-
liliesare provided on how to prevent discrimination com-
plaints from arising and how to resolve them in the early
stages. Guidelines are also provided on how to document
and justify managerial/supervisory actions should the
complaint go on to higher management or government
investigators.

This guide is designed to supplement its companion
guide, "The Supervisor's Role in Affirmative Action and
Equal Employment Opportunity.” For more information,
contact L.J. Gordon Associates, P.O. Box 395, Urgana,
IL 61801.




