In Practice

The Working Wounded

tstanding employees could
e at greater risk of suicide if
they suffer from severe de-

pression, because their high perfor-
mance masks their symptoms, mak-
ing it less likely that friends and
co-workers will intervene.

Depression is difficult to detect
among extremely able people for
two reasons, Frederick K. Goodwin,
director of the National Institute of
Mental Health, recently told the
Washington Post.

First, some exceptional people
perform so well that even when pro-
ductivity drops precipitously, they
gtill do as well or better than many
colleagues. Second, co-workers tend
to idealize an outstanding colleague,
so they don't notice the behavioral
changes that indicate the person is
deeply troubled.

learning to recognize the warning
signs of depression can save lives,
experts told Post staff writer Boyce
Rensberger. In the workplace, red
flags for depression include a drop in
efficiency, snappishness, inability to
concentrate, difficulty in completing
work assignments, and a tendency to
take undue responsibility for mis-
takes. An even worse sign: when the
spirits of an obviously depressed
coworker suddenly seem to lift,
which may happen when a person
has decided to kill himself or herself.

How should workmates respond?
Talk to the person about his or her
teelings, acknowledge and empadiize
with the despair he or she is feeling,
“nd encourage the person to seek
professional help. Also, alert a spouse
or other partner to the problem.

Making an overture to a depressed
person cannot push the person over
the edge, experts assured Rensberger.

"You can even say to a person,

'‘Are you so down that you're think-
ing of doing away with yourself?"'
Goodwin says. "If the idea wasn't in
their head, nothing you say can put
it there. If it was, you've opened the
door to helping them."

Small Businesses Tackle
Competition in a Big Way

long with their giant corpo-
rate siblings, small busi-
nesses—the tugboats of the

U.S. economy—have had to shift
gears in response to changing com-
petitive pressures.

Unlike large corporations, most
small businesses cant boost their bot-
tom lines by shedding workers, but
they do adapt some corporate strate-
gies, including investing more in train-
ing and developing their workers.

Business Week cites Otto Engineer-
ing, which makes electrical switches
in Carpentersville, lllinois, as an exam-
ple of this trend. Since the company
began offering math and English

Employees who can
recognize the warning signs
of depression may save a
co-worker's life.
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Small Businesses Grow
Despite Recession
Training consultants and suppli-
ers seeking new markets for
their services and products might-
hark back to the adage that
small is beautiful. The United
States' smallest businesses—
those with one to 10 employ-
ees—-grew in number during
recession-plagued 1991, resisting
the downturn experienced by
medium and. larger companies,
the Commerce Department's
Census Bureau reports.
Preliminary information from
the "1991 County Business
Patterns" report series shows that
the number of small businesses
increased up to 1 percent per year
between 1987 and 1991. The
number of larger businesses
increased up to 3 percent per year
through 1990, and then declined
in 1991; those with 10 to 100
employees were down 0.2 percent
in 1991, and those with more than
100 employees fell 1.7 percent.
The manufacturing sector con-
tinues to contract. As recently as
1970, manufacturing accounted
for 35 percent of the workforce.
By 1991, manufacturing workers
made up less than 20 percent of
the workforce. Conversely, the
service sector, which includes
both business and personal ser-
vices, continues to add jobs and
now employs more than 32 per-
cent of the workforce.

classes to its employees in 1988, pro-
duction has risen 340 percent. The
company expanded the program
over time; now it spends $100,000
annually teaching its 120 employees
advanced subjects such as blueprint
reading and quality improvement, as
well as basic skills.

Other tactics that small businesses
are using to stay competitive, Business
Week reports, include pooling efforts
in such areas as manufacturing and
marketing to increase efficiency, fann-
ing out functions to keep in-house
staffs lean, forming purchasing coop-
eratives to bargain for better deals
from suppliers, and upgrading com-
munications and technology systems.

Enlightened Appraisals

By Robert A. Baggs, training and de-
velopment director, Rudolph/Libbe,
6494 Latcha Road, Waldbridge, OH
43465.

U S. businesses continue to rely
heavily on rankings and rat-
ings to appraise performance,
whether the target is employees,
departments, divisions, or compa-
nies. But these dated methods do not
make sense, either philosophically or
functionally, in a workplace striving
for total quality.

Established methods of appraisal
spur employees to reason this way:
"Why should | help my workmates
accomplish their goals if that means
they will earn higher ratings than |
will, and probably larger raises?' This
attitude directly conflicts with tenets
of total-quality management.

Rudolph/Libbe, a construction
company founded nearly 40 years
ago, committed in 1991 to creating a
total-quality organization. Rudolph/
Libbe believes that in today's econ-
omy, only firms that continuously
improve will survive, and only those
that continuously improve at the
greatest rate will prosper.

Striving for total quality means
reconsidering the very foundations of
how we do business. To move for-
ward, we realize, means letting go of
many past practices. One of those
practices is perfonnance appraisal.

A quality-improvement team
charged with improving Rudolph/
Libbe's performance-appraisal system
started by studying W. Edwards
Deming's work on performance
appraisals and management by objec-
tives. The team determined that the
company's appraisal system
 focused on short-term goals
instead of long-term success
» created mediocrity by encouraging
employees to play it safe and mini-
mize failures
» impeded communication by erod-
ing trust, sharing, and cooperation,
especially among the ranks of mid-
dle managers
» hobbled the organization's ability
to succeed, by fostering competition
among departments rather than
encouraging an integrated system.

Rather than try to improve the
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intrinsically flawed system, the team
decided to scrap the old methods and
start from scratch. What emerged is a
system called personal-development
discussions. Under this system, man-
agers and employees work together
to help employees answer the follow-
ing questions:

k Who are my internal and external
customers?

» What barriers prevent me from
providing products or services to my
customers, and how can we work
together to eliminate them?

» Am | missing any opportunities to
provide better services or products to
my customers?

| What developmental opportunities
can help me grow and find joy in my
work?

» What are my career interests and
ambitions?

We encourage managers to spend
more time with their staffs talking
about diese issues. If we can improve
relationships and enable people to
take pride in their work, total-quality
management can flourish in our
workplace.

Total-Quality Monastery

AVirginia entrepreneur has
assembled a workforce for
the 21st century: highly edu-
cated, technically skilled, and flexi-
ble-—and possessing a worldwide
reputation for integrity, as well as
impeccable personal habits.

According to the Wall Street
Journal, Ed Leonard, founder of the
Electronic Scriptorium, farms out his
data-services projects to monks.

"They're never late, rarely absent,
and there's no drug problem," says
Leonard.

As for the monks interviewed,
they sound much like secular busi-
ness leaders as they ponder eco-
nomic survival in a changing world.
Some of them suggest that "reengi-
neering" their monasteries to do
nontraditional work holds the key to
their financial survival.

Brother Ron Pickarski, a Franciscan
friar based in Florida, contends, "The
ones that survive into the 21st century
[will be] those that enter into the busi-
ness community and really earn their
daily bread."



A Room With a View

ace—and how we use it—con-
S}itutes a fertile but often over-

oked frontier as businesses
pioneer new ways to parlay people
power into a competitive edge.

In the May 1993 edition of Across
the Board, freelance writer James
Krohe Jr. explores how an array of
disciplines—facilities management,
ergonomics, anthropology, architec-
ture, interior design, and technology—
influences the ways in which work
spaces are constructed, arranged,
equipped, and used.

Krohe observes that if businesses
want to encourage collaboration, dif-
fuse decision making, and spark cre-
ativity, they must design offices that
balance a craving for privacy with a
tendency to congregate in groups
and socialize.

"Tomorrow's mindsmiths will need
access to spaces that vary in scale and
complexity, spaces that are quiet and
some that are noisy, spaces that pro-
vide opportunities for solitude and
camaraderie, spaces whose character
is functional and others that are aes-
thetic in nature," Krohe writes.

Smart companies, Krohe suggests,
"will begin to locate conference facil-
ities near food-service areas so that
workers can combine those ancient
human appetites for conversation
and food in settings that mimic such
universal venues for human interac-
tion as the cafe or the piazza." Other
distinguishing characteristics of 21st
century workplaces might include
wider aisles; lower walls between
cubicles; "widemouth" office doors
that allow room for standing chats;
and escalators rather than elevators
to enable "accidental seeing."

Co-Managing Career Plans

By Irv Margol, managing director,
Southern California Jannotta, Bray &
Associates, the Hoyt Organization,
22750 Hawthorne Boulevard, Suite
230, Torrance, CA 90505-

alented executives are more
likely to switch employers
today than in previous genera-

tions. But the loss of even one key
executive or manager can cost an

organization hundreds of thousands
of dollars in lost expertise and pro-
ductivity, not to mention the cost of
training a new employee.
Companies no longer can win
young executives' allegiance by
offering attractive compensation
packages. Companies are more likely
to retain key executives by helping
them tie personal and professional

goals to their employers' interest.
Human resource executives face

several challenges in retaining and

advancing promising executives:

t how to provide motivating career

paths for high-potential executives

» how to retain valued executives

who have reached career plateaus

| how to manage career develop-

ment for dual-career couples

TOOLS FOR

CONTINUOUS
IMPROVEMENT

Flowcharting

Cause and Effect Diagrams

M eeting Skills

Idea Generating Tools

Consensus Decision Making Tools

Executive Learning's new video series, offered in
industrial and healthcare versions, teaches
critical skillsrequired for continuous improvement
including Flowcharting, Cause and Effect Diagrams,
M eeting Skills, Idea Generating Tools and Consensus
Decision Making Tools. Each package comes complete
with trainer's notes, wall chart, and reference cards.
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> how to help valued managers
understand the potential benefits of
relocating or accepting a different
job assignment within the firm
» how to help executives retire.
Many organizations have found
that career co-management between
employer and employee offersa use-
ful way to address those often inter-
related issues.

LEARN THE

To start, an organization estab-
lishes program objectives and identi-
fies participants. Common goals
include employee assessment and
development, employee retention,
and succession planning. Typical par-
ticipants include young executives
who show promise, high-performing
executives the company wants to
retain, and senior executives nearing

TO SUCCESSFUL

QUALITY

IMPROVEMENT
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retirement. Career co-management
programs also include the spouses of
participating executives.

First, each executive and each
spouse participates separately in a
thorough assessment of characteris-
tics, likes and dislikes, management
style, and the kinds of environments
in which he or she functions best.
Each executive also selects col-
leagues who then offer confidential
assessments of the executive.

During the second phase, a facilita-
tor discusses the findings from the
individual assessments separately with
each executive and with his or her
spouse. This review covers problem
solving, organizational, administrative,
and communication skills; leadership
style; performance under pressure;
and interpersonal relationships. The
discussion also highlights skills and
accomplishments.

After reaching some independent
insights, the couple meets, together,
with the facilitator to share percep-
tions, clarify issues, and outline
options for achieving a broad array
of long-term goals—economic,
career, spiritual, and personal. The
couple also discusses how the goals
mesh with their roles in their mar-
riage, family, community, and work.
They then begin to develop a blue-
print for their future.

In the third phase, couples present
their ideas to the facilitator, who then
provides feedback and additional
guidance to help each couple estab-
lish a plan—charted in five-year incre-
ments—Ilinked to the couple's life
goals. The plan might be designed to
help them define individual career
goals, attain financial goals, or pre-
pare for early retirement. This type of
incremental planning especially suits
ambitious, two-career couples, who
must merge demanding, and some-
times divergent, career paths with
marriage and family.

Once a plan is designed, the facili-
tator and the executive meet with the
executive's supervisor and the human
resources manager to share the results.

During the final phase, the facilita-
tor continues to meet with the cou-
ple to help them implement their
plan. The facilitator also suggests
ways the employer and executive
can co-manage the plan.

Jointly addressing the needs of the



employee, the employee's spouse,
and the organization increases the
likelihood that the employee will
strengthen his or her connection to
the employer's goals. This approach
also enables the company to under-
stand and support the goals of its
key employees.

Career co-management sends a
clear message to high-potential
employees that the company values
them and their spouses, and that the
company considers them worth a
continuing investment.

Welcoming Climates

Q dam, a star performer at your
company, tells his manager
that he is gay and plans to
bring Robert, his partner of five
years, to the firm's showy silver-
anniversary dinner. The manager,
George, feels confused about how to
respond: He fears that including an
openly gay couple at the dinner
could cost the firm business from its
more conservative clients and could
derail Adam's promising career. How
would you advise George?

That's the outline of a fictional
case study prepared by Harvard
Business School Press editor Alistair
D. Williamson and presented to a
panel of experts. The case study was
published in the July/August issue of
the Harvard Business Review.

The experts' answers indicate a
consensus. Accepting the couple is the
ethical imperative, as well as the most
financially prudent course of action.

It is discriminatory to bar or dis-
courage gay employees from escort-
ing their partners to company events
at which heterosexual spouses and
significant others are welcome,
respondents observe. Therefore,
excluding Adam and Robert is unac-
ceptable on moral and—as an
increasing number of states and
cities spell out—legal grounds.

Moreover, trying to push gay
employees back in the closet to
avoid offending clients will backfire,
experts contend. Companies are as
likely to gain as to lose business for
taking a firm stand against homo-
phobia; they also claim the inside
track on attracting the best talent in
an increasingly diverse workforce.

Training Blossoms in India

Demand for training and devel-
opment specialists is burgeon-
ing in India, reports the New
Delhi edition of the Economic Times.

Young consultants are injecting
new life into a field long dominated
by academicians, retired CEOs, and
personnel managers. Ushered in by
large, multinational companies, train-
ing and development now is taking
hold in smaller and family-run busi-
nesses, as well.

According to the article, training
and development began to grow in
importance during the 1980s, as busi-
nesses realized that their preoccupa-
tion with technology and finance
caused them to overlook the value
and needs of their human resources.
Training and development specialists
consult with Indian firms in such
areas as global competition, staff
retention, organizational design,
strategic planning, time management,
and communication.

India's growing cadre of training
and development consultants is bring-
ing a new professionalism, perspec-
tive, and style to the field. Unlike old-
school specialists, who favored
|ectures and one-shot seminars, the
new breed stresses the link between
HRD and global competition, involves
|learners in interactive activities, and
encourages companies to integrate
training and development into their
long-term strategic plans.

Still, many specialists interviewed
for the article suggest that die field has
a long way to go in India. Says con-
sultant Rajiv Khurana, founder of
Personnel Lab Management Consul-
tants, "Training is still viewed as a
leisure activity. Very few companies
have well-defined, clear-cut, policy-
driven programmes."

Getting Closure on a Closing

mpanies seeking to stream-
line operations won't realize
y gains from closing a plant

or an office if the experience is so
painful that it causes employee
morale and productivity to plummet,
says a consultant.

Joy McGovern-Hraber, managing
partner at EnterChange, a national con-
sulting firm based in Parsippany, New
Jersey, has some suggestions for sup-
porting employees through a closing:
» Have the highest-level manager
possible participate in closing cere-
monies. Too often senior managers
will avoid the site as if it—and its
employees—are contaminated.

» Move employees who are remain-
ing with the company to their new
locations at least a week before the
facility is officially closed.

> Develop some way to recognize
personally the affected workers and
acknowledge their contribution to
the organization—even those who
are not losing their jobs.

Summoning Grace Under Pressure

Bad times don't always bring out
the best in people. When strug-
gling businesses lay off employees,
management often handles the
wrenching event clumsily at best
and brutally at worst. In the wake
of botched layoffs, companies fre-
quently find themselves flailing in
a storm of vicious office politics
and rampant fear.

If you find yourself swept up in
such circumstances, keep your wits
about you and your heart in the
right place advises career special-
ist Marilyn Moats Kennedy in
Across the Board. She suggests the
foliowin® survival strategies:

» Show compassion for those

who have lost their jobs
| Tell the truth or say nothing. If

you don't know facts or can't talk
about them, say so.
| Keep remaining staff members
focused on what needs to be done,
and encourage everyone to support
each other.
» Give everyone the benefit of the
doubt. Publicly reject any rumors
about someone's motives.
» Act upbeat, even if you don't
feel upbeat. Look hard for good
things people are doing that you
can recognize and appreciate.

Says Kennedy 'T:tying to tern
per brutality with kindness is a sur
vival strategy, not charity."
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» Consider investing in a memento
that employees can keep.

"Be cautious, though, about going
overboard," McGovern-Hraber says.
"You are walking a fine line between
a meaningful demonstration of com-
pany goodwill and another denigra-
tion. Offer sincere thanks, but not
pity. And do your commemoration
quietly. It should not be viewed as a
PR gimmick for the company."”

Other good ideas to ease an
inevitably difficult situation: Give
employees as much advance notice
as possible, so they can begin to
make plans; offer training and out-
placement services to help people
find new jobs; and keep record
keeping straight to ensure that
employees won't face hassles over
compensation and benefits.

Soundbite
From a presentation given in July
1993 in Alexandria, Virginia, by
Geoffrey Bellman, consultant and
author of Getting Things Done When
You Are Not in Charge.

CCI’H’* he challenge in quality and
| other change effortsis in
JL getting people on board.
Quality has to be connected to life's
meaning. If employees don't see that
connection, it's just more manage-
ment crap.

"With all that's going on in the
world today, to choose to change is
very difficult. On the other hand,
what other choice is there? If | don't
lead my life, someone else will. Then
Il hold them responsible and blame
them for everything they do. Let's be
honest with ourselves. When [you]
gripe, are you willing to take the
responsibility for changing things?'

Update on Substance Abuse

I he latest installment in a long-
term study finds that busi-
nesses rely more on penalties

and drug testing, and less on educa-

tion, to combat substance abuse in
the workplace.

Human Resources Research, a divi-
sion of Far Cliffs Consulting, in May
released the latest installment in its
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23-year study titled Substance Abuse
in Organizations. The study's most
recent findingsinclude the following:

» Ninety-six percent of respondents
reported that an incident of sub-
stance abuse on the job has occurred
within the last five years in their
companies. Incidents involving alco-
hol, cocaine, and marijuana are up.
Incidents involving heroin and barbi-
turates or amphetamines are down.

» Positive management practices
can reduce the incidence of sub-
stance abuse in the workplace.

» Education dropped significantly,
since the survey was last conducted
in 1986, as organizations' first-choice
method of coping with substance
abuse.

» Organizations are quicker now to
refer employees to assistance pro-
grams and to fire employees who do
not improve. More organizations are
firing employees for first offenses.

» Respondents reported that 58 per-
cent of organizational training efforts
related to substance abuse focus on
policy and procedure, but said they
believe their organizations should
place more emphasis on education
and prevention.

"Training is not the only element
in an organization's effort to confront
substance abuse. But its absence
seriously hampers effortsfor success-
ful implementation of a policy or
employee assistance programming,"”
write the study's authors, James W.
Schreier and Brian J. Pugliese.

They urge organizations to exam-
ine substance abuse not as a sepa-
rate personnel problem, "but as one
[that] is as much related to organiza-
tional success as quality."

According to Schreier and Pugliese,
substance abuse in the workplace is
"much more integrated with issues
[such as] recruiting, training, compen-
sation, and management than some
individuals and organizations have
been willing to admit.”

For more information, contact Far
Cliffs Consulting, 17160 West North
Avenue, Suite 203, Brookfield, WI
53005; 414/827-0355.

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



