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Healthy Companies 

U T T ealthy people and healthy 
I I leaders make healthy com-

-A. JLpanies. And healthy com-
p a n i e s p r o d u c e — m o r e o f t e n and 
more consis tent ly—healthy returns 
on their investments." 

That belief forms the cornerstone 
of a new not-for-profit organization, 
explains its president Robert Rosen in 
the first issue of Healthy Companies, 
the group's eponymously named flag-
ship newsletter. 

According to Healthy Companies, 
the concept of organizational health 
rests on a single principle: A com-
pany's health, productivity, and sur-
vival depend on its ability to foster 
the health, success, and development 
of its people. 

T h e g r o u p , a c o l l a b o r a t i o n of 
bus iness , g o v e r n m e n t , labor , and 
research inst i tut ions, p r o m o t e s its 
a g e n d a fo r o r g a n i z a t i o n a l hea l th 
through leadership seminars, learn-
ing networks, publications, confer-
e n c e s , w o r k s h o p s , r e sea rch , and 
other activities. 

The MacArthur Foundation sowed 
the seeds for Healthy Companies in 
1988 when it asked a multidlsciplin-
aiy group of experts to examine rela-
tionships between people and their 
work organizations. 

"The study confirmed what expe-
rience tells us is true—that old mod-
els of work are ineffective in this age 
of global competition and relentless 
social change," Healthy Companies 
reports. 

The research identified 13 interre-
lated dimensions of "organizational 
health." (See the listing below.) In 
1991 H e a l t h y C o m p a n i e s w a s 
f o u n d e d to e n c o u r a g e all types of 
organizations to use the dimensions 
as "a values-based organizing system 
for inves t ing in, m a n a g i n g , a n d 

developing human assets." 
This kind of people-based com-

pet i t ive s t r a tegy—eviden t at such 
h i g h - p e r f o r m a n c e c o m p a n i e s as 
Motorola, Ford, and Corning—holds 
the key to the nation's economic and 
social survival, Healthy Companies 
contends. 

According to Healthy Companies, 
the 13 dimensions of organizational 
health are evident at the individual 
level as well as the organizat ional 
level. Here are the dimensions as they 
play out at healthy organizations: 
i Open communications. The orga-
nization freely shares information at 
all levels about its conditions, opera-
t ions, cho ices , a n d p lans . P e o p l e 
respect the confident ial i ty of such 
information and contribute to honest, 
forthright discussions. 
» Employee involvement. The orga-
nization seeks employees ' involve-
ment and leadership in making deci-
sions, planning, designing work, and 
solving problems. Employees con-
tribute ideas, take responsibility for 
decisions, work in teams, and play 

How healthy is you r 

company? A thorough 

examination looks at 13 

possible trouble spots. 
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Total Employee 
Involvement 

A Complete System For: 

• Managers • Team Leaders 
• Supervisors • Team Members 

Three programs make up the Total 

Employee Involvement system: 

Number 1 - Management Problem 

Solving Teams. For management. 

Covers culture, change, Team Man-

agement, TQM, and Continuous Im-

provement. Features the Systematic 

Problem Solving Process. 

Number 2 - Implementing Work 

Teams. Introduces Team Management 

to supervisors and team leaders. 

Number 3 - Team Up For Action. 

Intro-duces and applies Total Em-

ployee Involvement to team members. 

Can lead, when ready, to Self-Directed 

Teams. 

Write or call for a personal copy of the 

book, "Team Up For Action." Allow 

BUTLER. . . the other t ra in ing 

company...to develop a customized 

Master Plan for your organization. 

B U T L E R l e a r n i n g s y s t e m s 

1325 W. D o r o t h y Lane 
Day ton , OH 45409-1385 

(513) 298-7462 
Fax (513 )298 -5022 

I N C A N A D A C A L L : 

The Canad ian T r a i n i n g and 
D e v e l o p m e n t G r o u p Inc. 

1-800-387-8301 
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leadership roles in the company. 
I Learning and renewal. The organi-
zat ion o f fe r s o n g o i n g o p p o r t u n i t i e s 
f o r e m p l o y e e s t o e x p a n d t h e i r 
knowledge and skills and contribute 
t o o r g a n i z a t i o n a l l ea rn ing . P e o p l e 
b e c o m e l i fe long l ea rne r s w h o t ake 
advantage of these opportunit ies and 
share knowledge. 
I Valued diversity. The organization 
va lues and p r o m o t e s diversi ty as a 
s o u r c e of s t i m u l a t i o n a n d e n r i c h -
men t , e n s u r e s e q u a l o p p o r t u n i t i e s , 
p r o m o t e s t o l e r a n c e , and c e n s u r e s 
d i s c r i m i n a t i o n a n d p r e j u d i c e . 
Ind iv idua l s c o n t r i b u t e thei r u n i q u e 
talents and exper iences to the work-
place, adapt to the prevailing culture, 
apprecia te the un iqueness of others, 
and share responsibility for p romot -
ing tolerance and stamping out bias. 
I Institutional fairness. T h e organi-
z a t i o n p r o m o t e s a n d p r o t e c t s pri-
vacy, equity, respect , and dissent as 
rights of all e m p l o y e e s . E m p l o y e e s 
respect the policies and practices of 
the organization and share responsi-
bil i ty for i m p r o v i n g the qua l i ty of 
work relations. 
I E q u i t a b l e r e w a r d s a n d r e c o g n i -
t i o n . T h e o r g a n i z a t i o n m o t i v a t e s 
employees in ways that reinforce the 
c o m p a n y ' s v a l u e s . It d e v e l o p s 
employees ' potential by recognizing 
indiv idual con t r ibu t ions , r eward ing 
performance, and sharing profits and 
o w n e r s h i p . I n d i v i d u a l s g i v e fu l l 
v a l u e in t he i r w o r k a n d r e c o g n i z e 
the organiza t ion ' s mult iple financial 
obligations. 
I C o m m o n e c o n o m i c securi ty. T h e 
organizat ion recognizes that its eco-
n o m i c s e c u r i t y a n d tha t of its 
e m p l o y e e s are o n e and the same; it 
vigorously seeks a c o m m o n security. 
Employees recognize that individual 
s e c u r i t y is d i r ec t ly l i nked to long-
t e r m o r g a n i z a t i o n a l s u c c e s s a n d 
share the commitments and burdens. 
I Peop le -cen te red technology. T h e 
organizat ion seeks and appl ies tech-
nologies that eliminate bad jobs, pro-
vide sa fe a n d e c o n o m i c a l l y s o u n d 
work , and e n h a n c e human capabili-
ties and satisfaction. People adapt to 
n e w technologies , learn to use n e w 
too ls , a n d s u p p o r t i n n o v a t i o n a n d 
t e c h n o l o g i c a l c h a n g e s tha t y i e ld 
competit ive advantage. 
I H e a l t h - e n h a n c i n g w o r k env i ron-
m e n t s . T h e o r g a n i z a t i o n w o r k s to 

p r o m o t e physical and psychological 
health in the workplace , encourages 
e m p l o y e e s ' pu r su i t of h e a l t h , a n d 
takes steps to protect them from cat-
astrophic costs of illness. Individuals 
t a k e p e r s o n a l h e a l t h s e r i o u s l y , 
o b s e r v e safe ty rules, sha re the cost 
of manag ing health and illness, and 
ac t ive ly s eek to ma in ta in o p t i m u m 
fitness for work . 
» Mean ingfu l work . T h e o rgan iza -
t ion i n s p i r e s p r i d e a n d a s e n s e of 
purpose ; creates jobs that have vari-
e ty , i n t e g r i t y , s i g n i f i c a n c e , a n d 
responsibility; and commits to high-
quality, ethically sound products and 
services. Employees strive to achieve 
high levels of ethical b e h a v i o r and 
customer satisfaction. 
• Family and work-life balance. The 
organization encourages and supports 
e m p l o y e e s ' n e e d s to ba lance work , 
family, and personal interests. People 
actively seek to balance their commit-
ment to work, family, and self. 
I C o m m u n i t y r e s p o n s i b i l i t y . T h e 
o r g a n i z a t i o n l e a d s a n d i n v e s t s in 
public interests, providing benefits to 
the social well-being of the commu-
nity a n d n a t i o n . I n d i v i d u a l s s h a r e 
publ ic responsibi l i t ies as active citi-
zens and as volunteers. 
I E n v i r o n m e n t a l p r o t e c t i o n . T h e 
o r g a n i z a t i o n c o m m i t s itself to p re -
s e r v e a n d r e s t o r e e n v i r o n m e n t a l 
heal th , and engages in ecological ly 
s o u n d prac t i ces . I nd iv idua l s sha re 
s imi la r p e r s o n a l c o m m i t m e n t a n d 
responsibilities and assist the organi-
zation in fulfilling its commitment. 

For m o r e i n f o r m a t i o n , c o n t a c t 
Healthy Companies, 1420 16th Street, 
NW, W a s h i n g t o n , DC 20036; 202 / 
234-9288. 

Watch Your Back 

As workplace pressures mount, 
beware of back-stabbers . Ac-
cord ing to Tony Lee, writing 

in the Wall Street Journal, cut throat 
m a n e u v e r i n g a m o n g c o - w o r k e r s is 
on the upswing. 

Back s tabbing takes many forms, 
Lee writes, f rom rumor-mongering to 
secret, excessively harsh criticism. 

U n e m p l o y m e n t l i n e s a r e f i l l ed 
w i t h v i c t i m s w h o d id n o t p r o t e c t 
t h e m s e l v e s , he a s s e r t s . B a s e d o n 
i n t e r v i e w s wi th s eve ra l job c o u n -
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selors, Lee suggests you take the fol-
lowing precautions: 
I Build a reputat ion for quality and 
integrity that's hard to assail, 
ft Deve lop strong relat ionships with 
co -worke r s and o p e n lines of com-
munications with higher-ups. 
I If necessary, confront anyone w h o 
makes false accusations about you. 

But no matter what happens, never 
p l o t r e v e n g e o r m a l i g n a f o r m e r 
employer. That course of action "guar-
a n t e e s an e x t e n d e d job h u n t , " J o e 
M e i s s n e r — t h e p r e s i d e n t of P o w e r 
Market ing, an o u t p l a c e m e n t firm in 
San Franc i sco—told Lee. "Potent ia l 
employers will label you a malcontent, 
or worse, as deserving of your fate." 

Executives: Get Real About 
Reengineering 

In t h e o r y , b u s i n e s s - p r o c e s s re-
e n g i n e e r i n g e n a b l e s a c o m p a n y 
to improve quality and cus tomer 

sat isfact ion, boos t product ivi ty , and 
i n c r e a s e r e v e n u e . But in p r a c t i c e , 
mos t r e e n g i n e e r i n g in i t ia t ives fai l . 
Why? 

They fail because many executives 
still don ' t u n d e r s t a n d wha t r eeng i -
neering is, h o w it works, and what it 
can accomplish. That's the word from 
Ga teway , a m a n a g e m e n t - c o n s u l t i n g 
and p r o f e s s i o n a l - s e r v i c e s f i rm that 
specializes in reengineering. Based on 
its surveys and exper ience , Gateway 
says most c o m p a n i e s fail at reengi -
neering for the following reasons: 
I M a n y m a n a g e r s m i s t a k e n l y b e -
l ieve r e e n g i n e e r i n g is a n intui t ive , 
creative endeavor . In reality, reengi-
nee r ing is a n e w eng inee r ing disci-
pline. When a c o m p a n y reengineers, 
it carries out a fast and fundamenta l 
o v e r h a u l of c e r t a i n k e y b u s i n e s s 
p r o c e s s e s a n d t h e s t r u c t u r e s , sys-
tems, and policies that suppor t those 
processes. 
i Many s e n i o r e x e c u t i v e s c o n f u s e 
r e e n g i n e e r i n g wi th o t h e r i m p r o v e -
ment programs, such as total-quality 
m a n a g e m e n t o r r e s t r u c t u r i n g . O r 
they confuse automation with reengi-
neering. Technology enab les reengi-
neering, but it's not a substitute. 
• Many b u s i n e s s e s pick the w r o n g 
processes to reengineer. Reengineering 
focuses o n two types of processes— 
those that suppor t a company ' s busi-

n e s s s t ra tegy ( s t ra teg ic p r o c e s s e s ) , 
and those that del iver va lue to cus-
tomers (value-added processes). 
I Many c o m p a n i e s c o n f u s e f u n c -
t i o n s w i t h p r o c e s s e s . B u s i n e s s e s 
can ' t r eeng inee r funct ions; they can 
r e e n g i n e e r p r o c e s s e s , w h i c h o f t e n 
are cross-functional. 
I Many e x e c u t i v e s d o no t h a n d l e 
the "how-to" aspect of reengineering 

w e l l . T h e y fail t o u s e a d e t a i l e d 
m e t h o d o l o g y , t h e y d o n o t w h o l e -
heartedly suppor t the effort, or they 
d o not inves t e n o u g h m o n e y a n d 
staff time in reengineering. 
> Senior executives of ten have unre-
a l i s t i c a l l y h i g h e x p e c t a t i o n s f o r 
reengineering. Some companies have 
realized p e r f o r m a n c e improvemen t s 
of 3.000 percent , but such cases are 

We Have 
No Class. 

Unlike traditional master's degree programs, students enrolled 

in The McGregor School's Individualized Master of Arts Degree 

Program don't attend weekly classes. McGregor School students 

are pro-active in their educations. They participate in the design of 

their own curricula. They study with mentors. They learn through 

independent study, practica and workshops. Students propose a 

degree program within the liberal arts, and can complete this 

degree in their own communities. The Program is accredited, and 

tacMad i s . ^ b i . f , T h e I n d i v i d u a l i z e d 

e s e n s M a s t e r O f A r t s Please write or call: Antioch \J 1 i l l l o 
. ^ The McGREGOR SCHOOL of 

University, Box ASTD, 800 

ANTIOCH 
JL i u N I V E R S I T Y 

Livermore Street, Yellow Springs, 

Ohio 45387, (513) 767-6325. 800 Livermore St., Yellow Springs, Ohio 45387 
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[Ĵ OMAS 

C O M P U T E R ^ DYNAMICS 

1905 WISTERIA 
DENTON. TEXAS 76205 

FAX 817/382-5089 

1/800/566-4447 

Why reach for a separate database 
program, spreadsheet program and a pad 
of paper when you can just click on real 
power? Introducing the most complete 
package of training administration tools 
in the industry: Enroller Seven. Whether 
you are using a Macintosh®,Windows®, 
single user, multi-user or SQL, Enroller 
Seven is ready to work with you. Not just 
some programer's idea of what you need. 
Enroller Seven was designed over the last 
six years in real training situations with 
the help of professionals like you. 
Enroller Seven has the flexibility to work 
with your simplest or most complex 
training program. And. although rich in 
features. Enroller Seven is easy to use. 
Access the features you need, turn off the 
features you don't need. Call today for a 
free guided tour and see the benefit of 
one easy to use tool: Enroller Seven1". 

Features include: 'Scheduling 
•Student History -Cash Control & 
•Progress Tracking Accounting Data 
•Attendance -Client/Server 
•Invoices & Payments "Waiting Lists 
•Rosters & Name tags 'Certificates & Diplomas 
•Confirmations -and much more! 

Everything you 
need for 
training 

management, 

in one easy to 
use tool. 
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ra re ; m o r e o f t e n , a 30 p e r c e n t 
i m p r o v e m e n t r e p r e s e n t s a b r e a k -
t h r o u g h . Sen io r e x e c u t i v e s a l s o 
expect fast results. Most reengineer-
ing programs s h o w results in three 
years to five years. But according to 
G a t e w a y ' s r e sea rch , 59 p e r c e n t of 
senior executives expect reengineer-
ing to produce results in one year or 
less; 92 percent expect results in two 
years or less. 

To a v o i d t he m o s t c o m m o n 
reengineering mistakes, Gateway rec-
o m m e n d s that, among other things, 
businesses do the following: 
ft Start with the processes that are 
cr i t ical to y o u r c u s t o m e r s a n d to 
your business strategy. 
I Address support processes—those 
the customer never sees but benefits 
from. 
ft Analyze the benefi ts of outsourc-
ing nonstrategic activities. 
ft Rethink the benefits of centraliza-
tion versus decentralization. 
ft Make it easier to share informa-
tion. 

For m o r e i n f o r m a t i o n , c o n t a c t 
Bryna Millman, Gateway, 237 Park 
A v e n u e , New York , NY 10017; 
212/880-9300. 

Greater gains 

Fe m a l e c o r p o r a t e t r a ine rs a r e 
s h o w i n g g rea t e r salary ga ins 
than their male counterparts by 

a margin of fou r to o n e , repor t s a 
new survey by Training magazine. 

Tha t ' s t he g o o d n e w s . T h e bad 
news: Female corporate trainers still 
earn less than males do. 

Based on the responses of about 
2,000 Training subscribers, the mag-
azine's November 1993 issue reports 
that w o m e n ' s salaries cl imbed by 8 
p e r c e n t in 1993, wh i l e m e n ' s pay 
rose by just 2 percent. Female train-
e r s e a r n e d a b o u t S3.500 m o r e in 
1993 than in 1992. Men earned about 
$1,500 more. 

This m e a n s t he a v e r a g e f e m a l e 
trainer now earns 82 percent of the 
salary of he r ma le coun t e rpa r t , an 
i m p r o v e m e n t f r o m the 70 p e r c e n t 
r e p o r t e d in 1991—and a l so be t t e r 
than the 72 percent of male salaries 
earned by women in other industries. 

A copy of the salary survey costs 
$6. Contact Lakewood Publications, 

50 South Ninth Street. Minneapolis, 
MN 55402; 800/328-4329. 

Writing Successful 
Proposals 

By Steve Trautman, Worldwide Prod-
ucts Group Educational Programs 
Manager. Microsoft, 1 Microsoft Way, 
Redmond, WA 98052. 

HRD d e p a r t m e n t s a r e rarely 
profit centers with overflow-
ing budge t s . Many have to 

get funding for their projects by con-
vincing the managers they serve that 
the m o n e y o r t ime w o u l d be well 
spent. 

W h e n you n e e d to p e r s u a d e a 
m a n a g e r , you c a n i n c r e a s e y o u r 
c h a n c e s of success . Try fo l lowing 
these steps when writing your pro-
posal or preparing a verbal pitch. 
Define the problem. A successful pro-
posal starts with putting yourself in 
management's shoes. Why should man-
agers want to do what you are propos-
ing? Define the business problem that 
you aim to solve with the resources 
you are requesting. If you can't define 
the p rob l em in this way, then you 
should drop the idea altogether. 

For e x a m p l e , if you p r o p o s e 
adding staff members to your team, 
you should be able to identify spe-
cif ic s e rv i ce s cu r r en t l y s o u g h t by 
managers that your team can't pro-
vide with current staffing. Describe 
the situation as clearly and specifi-
cally as p o s s i b l e . R e m e m b e r that 
managers don't have unlimited bud-
gets either; everyone has to answer 
to someone for the resources he or 
she spends. Think of your proposal 
as a w a y of p r o v i d i n g a m a n a g e r 
with the sound reasoning needed to 
justify approval. 
Keep your t o n e real ist ic . D o n o t s e n -

sationalize the extent of the problem. 
You won ' t get away with it. Do not 
b e c o m e emot iona l ("I really n e e d 
help!") or voice opin ions ("There is 
n o o t h e r way to get th is done!" ) . 
Don't whine about what's not work-
ing; just d o c u m e n t it and let man-
agers draw their own conclusions. 
Avoid jargon. The latest HRD buzz-
words won't mean much to others in 
your company. Jargon doesn't make 
you sound important: it makes you 
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s o u n d o u t of t o u c h w i t h o t h e r s 
n e e d s . For e x a m p l e , d o n ' t r eques t 
funds "to provide organi7.ni ion devel-
o p m e n t c o n s u l t a t i o n to m a n a g e 
c h a n g e r e l a t e d t o d o w n s i z i n g . " 
Ins tead , ou t l i ne t h e p r o b l e m s y o u r 
o r g a n i z a t i o n f a c e s s ince it laid off 
employees . Explain how your plans 
to help managers and remaining staff 
to adjust will boost productivity. 
S t a t e c l e a r l y w h a t y o u w a n t . C o n -

trary to wha t many of us learned in 
school , b igger is not be t ter . A con -
cise, w e l l - o r g a n i z e d p r o p o s a l that 
q u i c k l y g e t s t o t h e p o i n t is m o r e 
likely to get a response. Follow these 
steps to make your proposal as tight 
as possible: 
I Get a f r i end with an edi tor ' s e y e 
t o p a r e d o w n y o u r p r o s e t o t h e 
e s s e n t i a l s . D o n ' t try t h i s on y o u r 
own. Even professional writers don ' t 
edit their own work. 
ft Highlight key points with bullets 
or other easily spotted elements. 
ft If t h e p r o p o s a l r u n s m o r e t h a n 
two pages, preface it with an execu-
tive brief to give a quick overview, 
ft If you must include a lot of back-
ground information, use appendixes . 
Present alternatives. You will pre-
sent a more credible case if you pro-
vide a list of alternatives to your rec-
o m m e n d a t i o n . This s h o w s that you 
are thinking about the big picture as 
well as your o w n interests. 

Invite o thers w h o unders tand the 
s i tua t ion to b ra ins to rm possibi l i t ies 
wi th you . E n c o u r a g e t h e m to criti-
cize. aggressively test your ideas, and 
look for flawed th inking . It's bet ter 
t o h a v e p o o r l y s u p p o r t e d i d e a s 
pointed out by your peers than by a 
manager . 

Explain why your proposal offers 
a bet ter , m o r e cos t -ef fec t ive cho ice 
than an alternative or the status quo. 
E v e n if m a n a g e m e n t r e j e c t s y o u r 
proposal , you 've contr ibuted signifi-
c a n t l y t o t h e d e c i s i o n - m a k i n g 
process and will probably be invited 
to d o so again. 

P r e s e n t all of t h e p i e c e s . T h e n 
s top wri t ing and let m a n a g e r s d r a w 
the i r o w n c o n c l u s i o n s . R e m e m b e r 
tha t m a n a g e r s w a n t t o m a k e the i r 
o w n decisions; they d e p e n d on yon 
for the information. Give them sound 
r e a s o n i n g fo r m a k i n g a g o o d busi -
n e s s d e c i s i o n , a n d y o u a r e m o r e 
likely to get what you're after. 

Medium Is Beautiful 

Most m a n a g e r s w o u l d ra ther 
swim in med ium-s ized e m -
p l o y m e n t p o n d s , a s u r v e y 

finds. 
M a n a g e m e n t Recru i te r s In t e rna -

t i o n a l (MRI) , o n e of t h e U n i t e d 
S t a t e s ' l a r g e s t r e c r u i t m e n t f i r m s , 
a sked 3,000 e x e c u t i v e s n a t i o n w i d e 

where they would build their careers 
if t h e y w e r e s t a r t i n g o u t t o d a y . 
Th i r t y - s ix p e r c e n t of r e s p o n d e n t s 
said they w o u l d op t fo r a med ium-
sized company. 

T w e n t y - o n e p e r c e n t s a id t h e y 
would choose a large company , and 
the same percentage said they would 
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p e r c e n t of e x e c u t i v e s sa id t h e y 
w o u l d g o into b u s i n e s s for t h e m -
selves. 

"All the downsizings and 'rightsiz-
ings ' that h a v e o c c u r r e d ove r t he 
past f ew years have probably con-
t r ibuted to the pe rcep t ion that the 
too-large and the too-small compa-
nies limit potential," observes Alan R. 
Schonberg , pres ident of MRI. "And 
very few of today ' s execu t ives are 
e a g e r to be in b u s i n e s s for t h e m -
selves." 

Consumer Pulse of Cleveland con-
ducted the poll for MRI. For a f ree 
s u m m a r y of t h e s u r v e y , c o n t a c t 
N a n c y Va len t , MRI, 1127 Eucl id 
Avenue, Suite 1400, Cleveland, OH 
44115; 800/875-4000, extension 300. 

"Paperless* Resumes 

Pr in t ing y o u r r e s u m e on o f f -
white paper used to qualify as 
a daring move. Now, job-seek-

e r s try to s t a n d ou t by f o r s a k i n g 
paper altogether. 

" W e ' r e s e e i n g m o r e a n d m o r e 
' pape r l e s s r e sumes ' in the market-
place," including resumes on video-
t apes , e -ma i l , a n d d i s k e t t e s , says 
Jackie Greaner, CEO of EnterChange, 
a national outplacement and human 
resource consulting firm. 

Some companies, such as National 
Semiconductor, list job openings on 
n a t i o n a l c o m p u t e r n e t w o r k s a n d 
accept resumes via modem. 

Others use interactive voice mail 
to screen applicants: "Press 1 if you 
have a col lege d e g r e e in electrical 
eng inee r ing ; press 2 if you h a v e a 
d e g r e e in c o m p u t e r s c i e n c e . . . . " 
These systems can record informa-
tion about years of experience, past 
responsibilities, salary requirements, 
and other factors. 

Wes t inghouse has taken a high-
tech approach to outplacement: The 
company sent human resource man-
agers at o ther c o m p a n i e s d iske t tes 
containing brief descriptions of man-
agement and professional employees 
w h o were seeking jobs because of 
Westinghouse's downsizing. 

Some job-seekers—particularly in 
such fields as advertising and sales, 
w h e r e c rea t iv i ty a n d c h u t z p a h 
c o u n t — i n t r o d u c e t h e m s e l v e s to 
potential employers through video-

Tips for Paperless Resumes 
If you decide to experiment with a 
pape r l e s s r e s u m e in your job 
search, Enterchange offers these 
tips: 
ft Be careful to follow all direc-
tions for logging on and access-
ing a c o m p u t e r n e t w o r k to 
respond to job listings. Many of 
t h e s e sy s t ems a r e d e s i g n e d to 
hang u p after a certain amoun t 
of time or after you enter a cer-
tain number of words. 
ft Choose your words carefully. 
Computer ized resume-scanning 
programs seek key words . The 
programs are designed to elimi-
nate most candidates. 
ft If y o u s e n d a r e s u m e o n 
disket te , f ind out wha t k ind of 
c o m p u t e r s y s t e m y o u r t a rge t 
company uses and send a com-
patible diskette. 
ft Some companies will respond 
poorly to a v ideotaped resume. 
Do your homework before you 
invest in a video resume. 
ft Most importantly, don't forget 
tha t u l t imate ly all "pape r l e s s " 
resumes are distilled on paper . 
Experiment with new technolo-
gies if you want, but summarize 
your skills and e x p e r i e n c e on 
paper as well. 

taped "docudramas" recounting their 
profess ional lives and accompl i sh-
ments. 

" J o b - s e e k e r s a r e d e s p e r a t e t o 
s t a n d ou t f r o m t h e p a c k , " s a y s 
Greaner. "They are willing to try any-
thing that will increase their chances 
of being noticed first." 

Break It Down 

By William F. Worth, Instructional 
Design Consulting, 1360 Nicolet 
Place. Detroit, MI 48207-2838. 

You c a n b r i n g y o u r r e p s t o 
headquarters, but can you get 
them in sync? 

Tha t ' s the q u e s t i o n Ford Motor 
Company faced in 1992 as it moved 
to s t r e a m l i n e t he p r o c e s s i n g of 
employee benefits. 

Until then, employee-benefits rep-

reientatives worked out of Ford's far-
flung factories and offices. They spe-
cialized in different benef i ts areas, 
worked autonomously, and devised 
their o w n m e t h o d s for p rocess ing 
benefits and keeping records. Many 
had private offices. 

To launch its centralized process-
ing center , Ford had to t each r eps 
new, uniform ways of handling tele-
p h o n e inquiries about 150 different 
benef i ts . The company also had to 
prepare reps to work as members of 
self-directed work teams. A compre-
hensive task analysis, carried out by 
service reps with suppor t f rom uni-
vers i ty-based consul tan ts , enab led 
Ford to meet both challenges. 

F o r d ' s t r a in ing c o o r d i n a t o r 
recruited a consulting team of gradu-
ate s t uden t s and o n e recen t Ph.D. 
f r o m W a y n e State Un ive r s i t y ' s 
instructional-technology department. 
Each consultant focused on one ben-
e f i t s a rea and w o r k e d wi th t h r e e 
benefits representatives w h o served 
as subject matter experts. Reps met 
with the consultants twice a week to 
conduct task analyses. 

First , e a c h g r o u p d e v e l o p e d a 
f l o w c h a r t f o r e a c h b e n e f i t in its 
assigned area. The charts illustrated 
the wide variations in the ways reps 
handled benefits. More importantly, 
the flowcharts uncovered inefficien-
c i e s a n d o v e r s i g h t s in t he r e p s ' 
r e sponses to employee needs . The 
discovery of such problems helped 
build suppor t for the need to stan-
dardize procedures. 

Work ing on the f lowchar t s a lso 
he lped Ford lay the foundat ion for 
teamwork. In their work with a con-
sul tant . the th ree bene f i t s reps on 
each team designed their own work 
p r o c e d u r e s a n d m a p p e d t h e m as 
flowcharts. (See the figure, "Sample 
Flowchart: Early Retirement Benefits 
for Salaried Employees," for an adap-
tation of one of the flowcharts.) 

The reps then regrouped into new 
teams, wh ich e x p a n d e d to include 
new members. These teams checked 
and revised the n e w procedures . A 
t e a m of b e n e f i t s s p e c i a l i s t s a n d 
supervisors conducted a final review 
and approved the design. 

A n o t h e r t e a m of b e n e f i t s r eps , 
supervisors , and computer -sys tems 
staff des igned a field test, in which 
teams of reps used the new processes 
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Sample Flowchart: Early-Retirement Benefits Procedures 

This figure flowcharts requests for normal and regular early retirement at Ford Motor Company. It 
includes immediate or deferred regular early retirement for salaried employees. 

CALL RECEIVED - ^ • • | | j j j V i 

™ Access computer files 
to review for missing 

creditable sen/ice. I f f ! ; ' •, • : l fiBB B 

Service review 
required? 

No 
Subsidiary 
service? 

Yes Refer employee to subsidiary or 
Canadian operations. For other service, 

PBR works with staff specialist. 

Yes No 

Request for service review 
from local ER office. Eligible for 

retirement? 

No 

application? 
Employee still requests'* N o £ND fj 

Pend in computer 
notepad system. 

Terminate call. 

Yes 

Counsel employee on all benefit plans and 
needed documents: marriage certificate, birth 
certificates, spouse's SSN. and Medicare card 
if over 65. Advise employee to inform local ER 

office of pending retirement. 

Yes 

Send application. 

END 

Prepare retirement 
application using computer 

system. 

E l 
Prepare benefit estimate, 
using computer system, if 

applicable. 

SEE NOTE 

Request required retirement forms package and, 
if employee was ever hourly, optional hourly 

retirement package. 

Prepare computer-generated 
Medicare A and B application, 

if applicable. 

NOTE: 
Grow-in estimate may need 

to be done manually. 

Pend file awaiting receipt of 
retirement package from 

forms service. 

When forms are printed, administrative group 
establishes file: PBR retains retirement form in 
pension folder (unless requested by employee), 
inserts retirement estimates, and adds manual 

forms "Your Retirement." 

Administrative group 
mails package to employee 

and updates notepad 
entry to reflect 
action taken. 

END 

and equipment to respond to simu-
lated experiences. Finally, each origi-
nal b e n e f i t s - r e p r e s e n t a t i v e t eam 
worked with the university consul-
tants again, this time to design train-
ing in its benefits area for all reps. 

After training and a short practice 

per iod , the first benef i t s - rep work 
team went on-line. The team worked 
as a tight unit , largely b e c a u s e its 
members had become partners during 
the preparat ion stages. Initial feed-
back from teams and from employees 
w h o call for he lp indicate that the 

benefit-processing center is a success. 

"In Practice" is edited arid 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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