
In Practice 

Internet 1 

No longer are you limited to 
finding a mentor within your 
corporation, reports Joan E. 

Rigdon in t h e Wall Street Journal. 
Cast an electronic net, and chances 
are you'll find advisers w h o share 
your professional concerns and chal-
lenges. 

Many people post messages on 
on- l ine bul le t in b o a r d s or in-
house electronic-mail systems to 
find experienced colleagues who 
are willing to offer career tips and 
support , Rigdon writes. For 
instance, a lone female com-
pu te r scient is t , f r u s t r a t ed at 
being ignored by her male col-
leagues, sought help on Systers, an 
e lec t ron ic mai l ing list for female 
computer scientists. She quickly got 
advice from several counterparts on 
how to get her male co-workers to 
pay attention to her remarks. 

The trick, says Rigdon: Find the 
right bulletin board and learn its eti-
quette. And if you can't find exactly 
the right place to post your mes-
sage—create your own board. 

Internet 2 

the database are for highly technical 
pos i t ions , but o rgan iza t ions a lso 
have used the center to advertise for 
a pharmacist, a softball coach, and a 
store service-center manager. 

If you can ' t gain access to 
Internet, the center will enter your 
resume for you for a $6 fee . Mail 
y o u r t yped r e s u m e to O n l i n e 
Resume Service, 1713 Hemlock bine, 
Plainfield, IN 46168. 

Can 7 find someone to 

sho w you the ropes? Try 

casting your net for a 

mentor in cyberspace. 

You don't have to wait for the 
Sunday paper to peruse the 
latest job openings. Use the 

O n l i n e Career Center d a t a b a s e , 
accessible via Internet, to search for 
a new position or fill an opening at 
your company. 

The center, a nonprofi t venture 
backed by 40 corpora t ions , posts 
both job openings and resumes of 
job-seekers, reports the Washington 
Post. Users search the data base by-
keywords based on profession, state, 
or other criteria. 

So far, most openings listed on 

Check Your Gender Bias 

By Ellen BoyerAli. director of human 
resources, Anne Arundel Community 
College, 101 College Parkway. Arnold. 
MD 21012. 

Contrary to popular belief, lin-
guist ic research has s h o w n 
that men talk more than 

women do, at least in formal settings 
such as the workplace. Men also vol-
unteer to answer questions more fre-
quently, and they express themselves 
more assertively. 
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In P r a c t i c e 

Given ihe.se tendencies, trainers 
have to make sure that men and 
women have equal opportunities to 
participate in training sessions. Try 
the following strategies: 
• Make sure your training room is 
physically comfortable and encour-
ages interaction—for instance, by 
furnishing the room with moveable 
seating. 
I Greet all participants warmly and 
enthusiastically; call everyone by his 
or her name. 
I At the outset, tell participants that 
you expect everyone to participate 
but no one to dominate. 
t Call on men and women in equal 
proportion, call on all participants by 
name, and praise con t r ibu t ions 
equally. 
I After asking a question, wait for 
five to 10 seconds before calling on 
someone. Women often take longer 
to raise their hands than men. 
I Avoid missing par t ic ipants by-
making eye contact with everyone. 
I Watch for nonverba l cues; for 
instance, a participant who leans for-

ward might have something to say. 
Encourage participation by saying 
something like, '"Can you start us off?" 
I Research shows that both women 
and men listen more attentively to a 
man's conversation than a woman's. 
Listen actively to both men and 
women. Demonstrate attentiveness 
by nodding, affirming, and gesturing, 
ft Studies show that both male and 
female teachers tend to express more 
impatience and condescens ion to 
women than to men, not only in 
their choice of words but also in 
their tone of voice. Notice how you 
respond to men's and women's com-
ments and questions and don't treat 
them differently. 
I Use gender-neutral language both 
when writ ing and talking. Avoid 
false generics such as "man" and 
"mankind" to refer to all humans. 
Avoid role stereotypes—don't auto-
matically refer to physicists and 
CEOs as "he" and nurses and secre-
taries as "she." 

Most impor tan t ly—be f lexible 
enough to incorporate techniques 

that are sensitive to I he issues of 
g e n d e r d i f f e rences and g e n d e r 
biases. 

A Question of Productivity 

What's the secret to develop-
ing workers who produce 
more? The Richmond, 

Virginia-area Metropolitan Economic 
Development Council answers that 
question with 10 of its own. 

The council's 10 queries spotlight 
ways that human resource manage-
ment affects worker productivity. 
The council ough t to have some 
insights into this concern—according 
to the U.S. Department of Commerce, 
workers in Richmond, Virginia, add 
$88.74 in value per hour worked, 
compared with a national average of 
$47.97 per hour. 

To managers who would like to 
increase their workers' productivity, 
council staff members pose the fol-
lowing questions: 
l Do the people who work for you 
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Introducing allCLEAR for Windows: 
the only software that automatically draws 
flowcharts from text. 

You have a new procedure and you need to char t it. You're 
s i t t ing at your PC. You key in several lines of text . Suddenly, 
bingo! —there ' s a f lowchart on the screen. 

All your boxes a re properly shaped and sized. Text is 
aligned. Connecting lines are neat ly plotted and d rawn, 

Circle No. 109 on 

complete with a r rows and "yes/no" labels. And you never drew 
ci single line. 

Welcome to automat ic f lowchart ing—with allCLEAR 
for Windows. It lets you create everything from simple 
d iagrams to complex, mult i-page cha r t s far more easily than 
any tool you're using now, in a fraction of the time. With un-
heard-of flexibility. 

You can customize sections or ent i re char ts . Choose from 
over 150 shapes , d iagrams and line styles. Select fonts, control 
colors and shading, ro ta te and size e lements . Place text or 
images anywhere. Even las t -minute revisions won't ra t t le 
allCLEAR for Windows: it automatical ly re-draws, re-routes 
and re-sizes. 

This new state-of- the-art I 
f lowchart ing tool comes 
complete with a 60-day no-
risk gua ran t ee for only $299.95. 
Network and DOS versions a re 
available, too. Phone now for your 
free allCLEAR for Windows Info Kit 
with full details, samples and 
color brochure. 

Software, Inc. 

385 Elliot Street. Newton, MA 02164 

Reader Service Card TD494 
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understand what they are expected 
to do? Employees must clearly 
understand their jobs so that you and 
they jointly can gauge performance 
and progress. 
ft Have your workers received the 
training they need to do their jobs? 
Without adequate training, employ-
ees become frustrated and lose moti-
vation. 
ft Do you offer employees access to 
r e f r e she r courses and con t inu ing 
education? Enabling employees to 
learn new skills and brush up on old 
ones promotes innovation and self-
esteem. 
ft Do your employees have opportu-
nit ies for p ro fe s s iona l growth? 
Monotony fosters boredom. 
ft Are your employees allowed and 
encouraged to make decisions? The 
oppor tuni ty to use personal judg-
ment promotes initiative and creativ-
ity and helps get work done more 
efficiently. 
ft Do your workers have chances to 
work in other areas? Crosstraining 
inc reases e m p l o y e e s ' f lexibi l i ty, 
helps them understand the big pic-
ture, and gives them more pathways 
to advancement. 
ft Have you d iscussed career ad-
vancement with each of your em-
ployees? Workers must clearly under-
stand what they need to do to earn 
promotions and pay hikes. 
ft Do your employees work under 
sa fe and comfor t ab le condi t ions? 
Healthful , wel l -equipped working 
environments produce happier, more 
dedicated workers. 
ft Do you dispense praise as will-
ingly as criticism? Positive reinforce-
ment combined with honest criticism 
he lps e m p l o y e e s max imize their 
s t rengths and correct their weak-
nesses. 
ft Do your workers understand their 
pay and benef i ts? Employees are 
more likely to feel they are fairly 
compensated if you explain pay lev-
els and formulas. 

Of Butchers and Bakers... 

Fat companies fail tests of cor-
porate health, but newly lean 
c o m p a n i e s o f t en f ind them-

selves starved of productivity. What 
are modern managers to do? 

Stop acting like butchers obsessed 
with cutting fat and start acting more 
like bakers seeking the finest ingre-
dients available—well-trained, highly-
motivated workers, says Secretary of 
Labor Robert Reich. 

Writing in the December 19. 1993, 
New York Times Magazine, Reich 
cites recent studies indicating that 
few companies achieve the gains in 
earnings and productivity that they 
expect after laying off workers. 

According to Reich, that's because 
what companies save on payroll is 
outweighed by what they lose—the 
enthusiasm and loyalty of remaining 
e m p l o y e e s and the cumula t ive 
knowledge and skills of those that 
were axed. 

Another set of s tud ies , no t e s 
Reich, suggests a different recipe for 
success based on three key ingredi-
ents: employee training, employee 
involvement, and employee profit- or 
gain-sharing. 

A 1993 study by MIT researchers 
found that automobile manufacturers 
with all three elements in place pro-
duced vehicles faster and with fewer 
defects than counterparts that did not 
fol low any of the three practices. 
And a study by Rutgers University-
found that businesses using one or 
more "employee-friendly'' strategies 
were more profitable than businesses 
that didn't. 

"Downsizing does not increase 
the value a worker contributes to the 
e c o n o m y , b e c a u s e it d o e s not 
enhance the worker 's skills," Reich 
says. "It merely reallocates the work." 

...and Pizza Makers 

A pizza with a lot of pepperoni 
s i t t ing on i t—that ' s how-
Eastman Chemical President 

Ernest Deavenport, Jr., describes his 
company's organizational chart. 

Eastman Chemical's "pizza chart" 
r e p r e s e n t s o n e e x a m p l e of what 
Business Week calls the "horizontal 
corpora t ion"—one that el iminates 
traditional layers of management and 
e rases t radi t ional b o u n d a r i e s be-
tween departments. 

Why are such c o r p o r a t i o n s as 
Mobil, DuPont, Motorola, and AT&T 
tipping hierarchical organizational 
charts on their sides or reshaping 

Elements of "Pizza-Chart" 
Firms and Other Horizontal 
Coriiiorations 
So-called horizontal corporations 
actually can take many shapes, 
but they share certain character-
istics. says writer John Byrne. To 
gain the advantages this struc-
ture offers, companies must 
ft Organize around process, not 
task. 
ft Flatten hierarchical layers, 
ft Use teams to manage every-
thing. 
ft Use customer satisfaction as 
their yardstick for success, not 
traditional financial indicators, 
ft Adopt appraisal and pay sys-
tems that reward team results, 
not just individual performance, 
and encourage workers to de-
velop multiple, rather than spe-
cialized skills. 
ft Maximize suppl ier and cus-
tomer contact. 
ft Train all employees to analyze 
data and use it to make their 
own decisions; then give them 
the information they need to do 
their work. 

them into n e w forms? Because , 
reports writer John Byrne, they have 
discovered that downsiz ing a lone 
doesn't boost productivity—compa-
nies have to change how work gets 
done. 

Traditionally organized companies 
spend a lot of time managing rela-
tions among departments and man-
agement layers, say proponents of 
the new-style charts. A horizontal 
structure—driven by cross-functional 
teams and suppor ted by a skeletal 
group of senior executives—rechan-
nels those efforts into serving cus-
tomers. 

Once they change their charts, 
c o m p a n i e s also have to overhau l 
dramatically other internal structures. 
For example , as Genera l Electric 
strives to become a "boundaryless 
c o m p a n y . " it has a d o p t e d a 360-
deg ree appraisal system in which 
each person 's role in a process is 
evaluated by peers, subordinates , 
and supervisors. GE also ties com-
pensat ion to skill development as 
well as work accomplishments. 
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In Practice 

Managing Teams 

Work teams that don' t suc-
ceed might thrive unde r 
new management . That's 

one suggestion from Wilson Learning 
Corporation, based on its study of 
4,500 teams in more than 500 organi-
zations. 

Wilson Learning determined that 
organizations' infrastructures, poli-
cies. and procedures often pose sig-
nificant barriers to work teams' suc-
cess. So do group processes, such as 
a team's inability to deal with conflict 
and run effective meetings. 

To overcome these hurdles. Wilson 
Learning suggests the following dos 
and don'ts for managers: 
Do... 
ft encourage team members to con-
front their differences constructively 
• keep the team focused on its goals 
I stress the need to make decisions 
as a group 
ft tie the team's activities to the organi-
zation's vision 
ft help team members develop pro-
fessionally 
ft provide fair and honest feedback 
on how well team members perform 
ft p r o v i d e team m e m b e r s with 
opportunities to develop new skills 
and abilities 
ft give members f reedom to deter-
mine details of how they do their jobs. 
Don't... 
ft make all the decisions 
ft hoard information that the team 
can use to do its work 
ft try to do everything yourself 
ft t ake full respons ib i l i ty for the 
team's performance and results 
ft challenge team members' ideas 
ft withold your input 
ft "own" all of the responsibility for 
the project. 

Companies Beef Up 
Expatriate Workforces 

Many companies are sending 
more employees on expatri-
ate assignments, and many 

are sending more women on such 
assignments, reports a survey from 
Windham In terna t iona l and the 
National Foreign Trade Council. 

The International Relocation Trends 
Survey Report, released in December, 

Adjusting Overseas 
An abil i ty to s p e a k the local 
lingo does not necessarily mean 
that expa t r i a t e m a n a g e r s will 
adjust well to foreign assignments, 
reports Personnel Decisions in 
Minneapc>lis, Minnesota. 

The firm studied factors that 
influenced the job satisfaction of 
78 managers and their spouses 
posted around the world. All the 
managers worked for a multina-
tional manufacturer of personal-
care products. 

Family happiness emerged as 
more impor t an t to manage r s ' 
ad jus tment than language flu-
ency. If spouses adjusted well 
and children were happy, man-
agers tended to adjust well also. 
And, m a n a g e r s w h o ad ju s t ed 
well personally performed more 
effectively, the study found. 

Managers who lacked fluency 
in their host nat ion's language 
adjusted as well to their new cul-
ture as managers who were fluent. 
Managers' spouses, on the other 
hand, were more satisfied if they 
spoke the local language fluently. 

For more information, contact 
Gwen Stucker, Personnel Deci-
sions, 2000 Plaza VII Tower, 45 
South Seventh Street, Minneapolis, 
MN 55402-1608; 612/339-0927. 

found that 61 percent of companies 
surveyed reported that their expatriate 
populat ion had increased over the 
past five years; 85 percent of respon-
dents said they expect to have at least 
as many or more employees stationed 
overseas during the next five years as 
they do now. 

The survey found that 10 percent 
of expatriates are women—higher 
than previous estimates of 5 percent. 

The survey also found: 
ft Forty-six pe rcen t of expa t r ia te 
spouses hold jobs before the over-
seas ass ignment ; 10 percent hold 
jobs during the assignment, 
ft Seventy-eight percent of the expa-
triate population is married; 10 percent 
of married expatriates do not bring 
their families with them overseas, 
ft Expatriate assignments typically 
last three years. 
ft In 92 percent of the cases, line 

managers select employees for over-
seas assignments; human resource 
managers are involved in the selec-
tion 54 percent of the time. 

For copies of the report, contact 
Windham International, 126 East 36th 
Street, New York. NY 10016; 212/ 
545-7978. 

Slipping Off a Career Ladder 

The prospects for steadily climb-
ing a career ladder steadily 
diminish as companies down-

size. According to Cliff Hakim, author 
of When You Lose Your fob. ladders no 
longer are an appropriate symbol of 
professional growth and achievement. 

Instead, he suggests that employers 
and employees think in tenns of career 
"lattices"—crisscross frameworks that 
support moves in all directions. 

This type of structure, encourages 
employees to focus more on contri-
butions and collaboration than titles 
and promotions. Hakim contends. He 
suggests the following strategies for 
companies that want to encourage 
workers to traverse career lattices: 
ft Offer 5 percent to 10 percent raises 
to people who move laterally, 
ft Clearly define internal and exter-
nal customers' needs and the skills 
required to meet them. 
ft Arrange for managers and em-
ployees to meet regularly to discuss 
workforce mobility planning, 
ft Explain the company's incentives 
for lateral m o v e m e n t clearly and 
honestly. 
ft Offer a "smorgasbord" of training 
and development options. 
ft Make a commitment to consider 
internal candidates first for any job 
openings. 
ft Reward managers and executives 
who foster lateral movement. 
ft Give a career lattice time to work. 

Coaching Executives 

The trends toward downsizing 
and f lat tening organizat ions 
notwithstanding, many corpo-

rations spend big bucks to retain and 
groom the cream of their executive 
crop, reports Ann Sample in Fortune 
magazine . One currently p o p u l a r 
strategy: executive coaching. 
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Multi-Rater 
Feedback™... 

from any internal or external 
source! 

Team 
Members 

Easy to use. Flexible. In-house 
scannable or on-line paperless 
formats. Performance based. 
Client proven. Validated. 

Gap Analysis compares 
Current behavior with 
Expectations (C—E). 

Feedback Profile includes: 
Importance Ratings, Skill and 
Item Analysis reports, Action 
Planning summaries. Follow 
Up Guides. Reassessment 
Profile provides results on the 
same page. Customization. 
Licensing. 

Applications: Performance 
Management, Succession 
Planning, Counseling, Career 
Development, Team Building, 
Needs Analysis, Performance 
Appraisals, Training Programs. 

For sample packet contact: 

Larry Cipolla, President 
800-848-4908 (USA/Canada) 
612-944-3738 (International) 
612-944-6335 (FAX/International) 

CCI Assessment 
Corporation 
The innovative leader In 
Multi-Rater Feedback™ 
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Visit us at ASTD Booth #520 

In Pract ice 

Both lone practitioners and large 
consulting firms offer coaching ser-
vices for fees ranging from $1,500 a 
day to $100,000 or m o r e f o r p ro-
grams that last several years. 

T h e e m p l o y e e - e m p o w e r m e n t 
movement has given the field a boost, 
Sample writes—more companies now 
ask employees to evaluate higher-ups. 
If subordinates tag a valuable execu-
tive as a tyrant or a recluse who hob-
bles their pe r fo rmance , a bus iness 
might hire a coach to help the execu-
tive change his or her ways. 

Before contracting with a coach, 
c h e c k his or he r c r e d e n t i a l s a n d 
me thods carefully, Sample advises. 
Some coaches restrict their strategies 
to behavior modification. Others take 
a more psychoanalytical approach . 
Whatever approach is used, follow-
u p is cr i t ical to a c h i e v e las t ing 
changes in behavior, reports Sample. 

"As companies shrink, they demand 
more effort, inspiration, and versatility 
from everyone who remains," Sample 
notes. "An executive who obstructs 
that creat ivi ty , i n n o c e n t l y or not , 
ought to get coached—or get out." 

Meeting Tip 

To help keep meetings focused, 
consider using two overhead 
projectors , o n e on each side 

of t he p o d i u m , s u g g e s t s the 3M 
Meeting Management Team in How 
To Run Better Business Meetings. 

Use one projector to display your 
a g e n d a a n d the o t h e r to d i sp l ay 
other visuals. This strategy makes it 
easier for your a u d i e n c e to follow 
your presentation. 

Leaders and Laggards 

Human resources ranked last 
in a survey of how compa-
nies rate their depar tments ' 

service to internal customers. 
A c c o r d i n g to Internal Service 

Performance: What 's Happening in 
American Companies and Plow To 
Improve It, 60 percent of executives 
r e spond ing to the survey said that 
inferior internal service hobbles their 
ability to compete effectively. 

More t h a n 800 e x e c u t i v e s re-
s p o n d e d to the s tudy , c o n d u c t e d 

jointly by Win. Schiemann & Assoc-
iates and Quality magazine. Only 24 
p e r c e n t g a v e h u m a n r e s o u r c e s a 
favorable rating. The quality function 
earned the best marks—48 percent 
of respondents rated it favorably. 

Most r e s p o n d e n t s said that t he 
quali ty of internal service directly 
affects the service given to external 
customers, and respondents offered 
s o m e c l u e s as to h o w to b u i l d a 
competitive advantage by bolstering 
internal performance. 

Among execu t ives w h o pra i sed 
their internal services, some common 
practices emerged: 61 percent reported 
having a clear service-improvement 
plan; 65 percent measure structures, 
roles, and jobs; 63 percent measure 
employee capabilities; and 72 percent 
measure operations, production, and 
delivery-system efficiency. 

Respondents who rated their inter-
nal services unfavorably cited the fol-
lowing as barriers to change: lack of 
leadership (77 percent), inappropriate 
organizational culture (62 percent) , 
lack of perceived need for improve-
ment (61 percent ) , and ineffect ive 
organizational structures (55 percent). 

The study's authors, Mary Cronin 
Azzolini and John H. Lingle of Wm. 
S c h i e m a n n & Assoc ia tes , say t he 
findings suggest six steps executives 
should take to improve internal cus-
tomer service: 
I Develop an up-front plan so that 
improvement actions are integrated 
with ongoing initiatives and business 
strategy. 
• Assess customers, staff, and sup-
pl iers to p i n p o i n t g a p s in se rv ice 
performance. 
» Align work processes, structure, 
sys tems , cu l tu re , a n d capab i l i t i e s 
with business strategy and customer 
expectations. 
I Secure commi tmen t and clearly 
define roles and responsibilities. 
I Provide cont inuous pe r fo rmance 
improvement through communication, 
education, rewards, and recognition. 
» Establish o n g o i n g m e a s u r e s for 
tracking and monitoring service per-
formance. 

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