
In Practice 

Using the Fax to the Max 

Let's say you want to train, all at 
once, a sa les force of 15,000 
people, located throughout the 

United States. And let's say you want 
to test the salesforce on what you've 
taught. Plus, you want to receive the 
test results quickly and cheaply. Can 
it be done? 

Cadillac found that it could—with 
the help of some sophisticated tech-
nology. As part of a s tandardized 
sales training and testing program 
called "Insight II: Commitment to 
Excellence," Cadillac planned several 
training sessions for its salesforce. 
Cadillac decided to present the ses-
sions throughout the United States 
via satellite to nearly 15,000 sales-
people simultaneously, at 1,500 of its 
dealerships. The c o m p a n y also 
wanted to test its salespeople on the 
material they learned from the ses-
sions and certify the salespeople for 
successfully completing the courses. 

Cadillac enlisted the help of Visual 
Services, which specializes in test-
support, educational, and training 
programs. Visual Services designed a 
series of multiple-choice tests and 
developed a system to score the tests 
quickly, by computer. 

Designing and correcting the tests 
wasn't a problem. The problem was 
getting the tests from the dealerships 
on the day that the tests were admin-
istered. Don Morrison, manager of 
advanced systems for Visual Services, 
•-ays that Cadillac believed participa-
tion would be higher if dealers knew 
••hey would have their employees ' 
results back quickly and easily. In 
addition, dealers wan ted to k n o w 
•ight away which informat ion the 
salespeople understood and which 
areas they were having difficulty with. 

Visual Services and Cadillac 
decided that the fastest and least 

expensive method of sending in the 
test answers for grading would be to 
fax the information from the dealers 
to Visual Services. But how do you 
hand l e 1,500 faxes at once? The 
answer for Visual Services was to 
enlist the help of a company—World 
Data Delivery Systems in Harper 
Woods, Michigan—that specializes in 
enhanced fax technology. 

WDDS w o u l d receive the tests 
from the dealerships by fax, translate 
the material into a data base, and 
send the in fo rmat ion to Visual 
Services via computer modem. 

On the day of the first session, 
Cadillac's salespeople met in their 
dealerships and attended a training 
session via satellite. After the session, 
each salesperson took a multiple-
choice test. The tests varied to prevent 
salespeople from sharing answers. 

After salespeople completed the 
tests, a coordinator transferred their 
answers to a master sheet. Hie master 
sheet was then sent by fax to WDDS. 

"Up to 32 dealers could simultane-
ously send in their results," says Matt 
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one company's drive to 
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Kennedy, vice-president of opera-
t ions at WDDS. "The shee ts that 
were sent by fax went directly into 
our c o m p u t e r sys tem—we didn ' t 
receive a paper fax. Each sheet had a 
dealer's identification number, which 
the computer recorded as each sheet 
came in. Our computer system lifted 
the results off the fax and converted 
them into a digital image on our sys-
tem. We transferred that information 
into a data base that we chose for 
this project." 

After WDDS collected and pro-
cessed the information from all the 
dealerships, it sent the information by 
modem to Visual Services. Visual 
Services scored the tests and sent the 
information back to WDDS, also by 
modem. Then WDDS sent the test 
results to the dealerships by fax. 

The result? The salespeople saw 
their test scores right away. The deal-
ers learned who knew the informa-
tion and who didn't. And die people 
who had designed the satellite train-
ing learned about the areas in which 
they needed to improve. 

Assessing the Gender 
Balance: A Quiz 

Does your organization under-
s tand the needs of female 
employees? Does it actively 

work with women and help develop 
their skills? 

Felice N. Schwartz, president of 
Catalyst, an organization devoted to 
w o r k i n g with bus inesses to he lp 
women advance in their careers, has 
designed the following quiz to help 
business leaders assess their ability 
to recruit, develop, and retain tal-
ented women. 

Answer yes or no to each ques-
tion and record your answers. 
» Has your firm prepared for the 
fact that the current generation of 
entry-level managers is half the size 
it would have been had the baby 
boom continued? 
» Do relatively more women than 
men leave your company? 
» When a high-level woman leaves, 
do you question what your company 
has d o n e (or fa i led to do) that 
caused her to leave? 
I Are there specific obstacles to the 
a d v a n c e m e n t of w o m e n in your 

company that don't exist for men? 
> Would you advise a y o u n g 
woman not to remove her wedding 
ring when interviewing for a job? 
» Do you support talented women 
w h o c h o o s e to limit their career 
paths in order to spend more time 
with their families? 
» Would you like your son to be 
able to spend more time with his 
children than you did with yours? 
I Are men reluctant to take parental 
leave, even when it's offered? 
» Do you evaluate performance by 
work accomplished rather than by 
hours spent in the office? 
» Can most managemen t jobs be 
d o n e by p e o p l e shar ing a job or 
working part-time? 
» Could you manage your human 
resources more effectively if women 
felt free to discuss their career and 
family plans with their managers? 
» Do you measure lost productivity 
and attrition resulting from inade-
quate child care or insufficient mater-
nity leave? 
> Do you know how much it has cost 
your company to replace the high-per-
forming women you have lost' 
» Does it cost you more to employ 
women than men? 
I Can a h igh-per forming w o m a n 
work part- t ime for five years and 
return to the fast track? 
» Do you k n o w that only half of 
Fortune 100 companies have women 
directors? 
» Do you trust a woman to be the 
chief liaison with one of your top 10 
clients or customers? 
• Do female and male managers 
and executives in your company go 
out together routinely for lunch? 
» Would increasing the number of 
women in senior management help 
your company compete more success-
fully for the best female graduates? 
» Can women provide you with a 
competitive advantage in your indus-
try and in the world economy? 

Count up the number of questions 
to which you answered "yes" and 
compare the number to the follow-
ing scale. 
Five "yes" answers or fewer. Score 
zero points . There is no pu l se of 
interest in women in your firm. The 
prevailing attitude: "There is no rea-
son to understand or respond to the 
needs of women." 

Six to 10 "yes" answers. Score one 
point. You are staying one step ahead 
of the law. Your firm's approach is 
reflected in the following statement: 
"Women are not committed to their 
careers; I'd rather have an average 
man than a very talented woman." 
Eleven to 15 "yes" answers. Score 
two points. You are undertaking a 
potpourri of responses to issues that 
affect women in the workplace. Your 
firm's attitude: "I want to do what's 
fair and right and avoid the resent-
ment of women." 
Sixteen to 20 "yes" answers. Score 
three points. You have substantive, 
broadly communicated programs to 
address women employees ' needs. 
The general attitude is as follows: "I 
want to attract, develop, and retain 
really talented women and be fair to 
all women." 

Notice that the highest score that 
an organization can earn on this test 
is th ree po in t s—even if you 
answered yes to all 20 questions. 
Ratings of three or less reflect only 
part of the scale Schwartz has devel-
oped for rating the atmosphere for 
w o m e n employees in companies. 
The scale r eaches to f ive, but 
Schwartz believes that no major com-
pany in the United States rates above 
a three. She urges all businesses to 
strive to achieve a rating of four or 
five on the scale—especially those 
that want to gain a huge competitive 
advantage in the world economy. 

Here are descriptions of the work-
place environments that would be 
necessary for a company to receive a 
score of four or five on Catalyst's rat-
ing scale: 
» Four points. The firm is leveling 
the playing field for w o m e n . The 
ph i losophy : "I am de t e rmined to 
ident ify and remove barr iers that 
exist for women but that don't exi ^ 
for men, and to institutionalize flexi-
bility without penalty for new moth-
ers and parents who want it." 
• Five points. The firm is elevatir < 
the playing field for w o m e n . Th 1 

company ' s at t i tude: "I am gendt ' 
blind. I believe this will enable me t > 
mobilize all the talent I can." 

(The quiz is adapted from tl ' 
December 1992 issue of Perspective 
with the permission of Catalyst, 25 ' 
Park Avenue South, New York, A 
10003-1459.) 
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Media Management 

Areporter from the local news-
paper calls your company to 
discuss rumors of a reloca-

tion. A trade-publication editor calls 
to get more information on a new 
product. A business journalist seeks 
a statement on company earnings. 
Are your spokespeople prepared to 
offer the information in a way that 
promotes your company? 

All too often, companies fail to 
take advantage of media inquiries. 
Spokespeople go through interviews 
unprepared and unfocused. Or they 
stay on the defensive, detennined to 
say as little as possible so that the 
press won't "put one over on them." 
As a result, they miss out on one of 
the most powerful vehicles for pro-
moting their compan ie s or p rod-
ucts—the power of the press. 

When the press comes calling, 
what can you do to help managers 
and spokespeople respond effectively? 
The following three-point plan will 
put you on the road to media success. 
The first point is preparation. Before 
any interviews, block out some time 
with the spokespeople to develop a 
game plan. During this preparation 
session, you should aim to cover the 
following: 
» An interview agenda. As a sales-
person does for an important sales 
call, a spokesperson should have an 
agenda of issues to cover in an inter-
view. Remember that an interview 
does not need to be a one - s ided 
cross-examination by the journalist. 
Think of it as an opportunity for the 
spokesperson to tell the firm's news 
in a focused, informative way. 
5 Key message points. The spokes-
person should decide in advance on 
three or four key marketing points to 
make about the company or prod-
ucts. He or she should write them 
clown, discuss them, ref ine them, 
and sharpen them. 
> Focus on the audience. Who reads 
the trade publication, business jour-
nal, or newspaper that is featuring 
your firm? What are those readers ' 
interests and concerns? Review them 
with spokespeop le to he lp them 
decide, for example, how much tech-
nical information is relevant. Look for 
ways to make your company or its 
products meaningful to readers. 

The second point is rehearsal. Practice 
with the spokespeople to see how 
well they can work the key messages 
into an interview. In a role-play ses-
sion, you take the role of the reporter 
and pose relevant questions to the 
spokesperson. Give him or her the 
following instmctions: 
» Take the initiative. Spokespeople 
should be able to respond to ques-

tions. But more important, they should 
be able to guide interviews. They can't 
wait for reporters to ask the right ques-
tions. It may never happen. 
» Stress the benefits. Remind spokes-
people not to lose sight of the basic 
need that a product or service fills. 
For example, a manager might try to 
give a reporter all sorts of technical 
information about a new automated 

THEBOOKTHAT 
W l l TRANSFORM 

QUALITY IN 
TW90S. 

Here at last is a book 
that tells us how to 
focus total quality man-
agement on critical 
business objectives to 

"Whether just begin-
ning your quality 
journey or already on 
the way, this book 
takes the mystery 
out of total quality 
management and 
helps you mark a 
clear path t o quality 
progress." 

-F rede r i ck W . S m i t h 
C h a i r m a n , P r e s i d e n t & C E O 

Federa l Express 

produce significant and 
tangible results. 

Making Quality Work: 
A Leadership Guide for 
the Results-Driven 
Manager is a collabora-
tive work by George 
Labovitz, Y. S. Chang, and 
Victor Rosansky, princi-
pals of the international 
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management consulting 
and training company 
ODI. The authors draw 

"This is the one we've 
been waiting for... 
MAKING QUALITY 
WORK addresses the 
tough issues on all of 
our minds." 

•Daryl A. Ferguson 
P res iden t & COO 

Cit izens Util i t ies C o m p a n y 

on two decades of experi-
ence serving quality 
leaders such as Federal 
Express, Procter & 
Gamble, and LL. Bean to 

give us a down-to-earth, 
no-nonsense prescription 
for turning quality into a 
powerful competitive 
weapon. 

"MAKING QUALITY 
WORK challenges 
leaders to use the 
best processes and 
explains—in succinct, 
readable shor thand-
how managers can 
help good people 
work better ." 

- R o b e r t W . Galvin 
C h a i r m a n of t h e Executive 
C o m m i t t e e , Motorola , Inc. 

Making Quality Work 
is available for just $25 in 
bookstores, or you can 
order a copy directly with 
a toll-free call. 

This unique and timely 
book belongs not on your 
bookshelf but in your 
hands. And right now. 
Call 1-800-331-3761 

m« HarperCollins Publishers 
For information about Making Quality Work Executive Seminars, call 1-800-634-4636 

(outside the U.S., 617-272-8040) • Making Quality Work is available in bookstores. 
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In Practice 

system. That level of detail may be 
interesting to a systems expert, but it 
is beyond the scope of the average 
reader. It's better to stress the bene-
fits that the new system offers to cus-
tomers, such as quick access to data. 
» Be positive. There are strong, pos-
itive s ta tements to be m a d e about 
your company and products . But a 
repor te r w o n ' t k n o w those points 
unless the spokespe r son mentions 
them in the interview. 
I Be a marke te r . Stress to your 
spokespeople the importance of using 
the name of the company or product. 
They shouldn't always refer to "we," 
"it," or "the company." Remember that 
a good part of the reason for doing an 
interview is the visibility. 
The third point is anticipation of the 
u n e x p e c t e d . An interview request 
may seem straightforward, but there 
is always the possibility that difficult 
or sensi t ive ques t i ons abou t your 
organization may be raised. 

If your company's earnings are low 
or the c o m p a n y has downs ized , a 
spokesperson may be asked about it, 
even in the midst of an interview on an 
unrelated topic. Be sure spokespeople 
have a standard-policy answer to such 
ques t ions or are p r e p a r e d to refer 
reporters to an appropriate person. 

Remind spokespeople that they do 
not have to answer every question a 
r epo r t e r may ask. It is perfec t ly 
acceptable to explain politely that cer-
tain information is proprietary. If a 
reporter asks a technical question that 
your spokespeople can't answer, he 
or she should offer to find the answer 
and call the reporter back. 

Success with the media doesn ' t 
happen by luck or accident. It hap-
pens through careful preparation and 
planning. 

— Deirdre Petersor. 
communications consultan 

2109 Broadway, Suite 96' 
New York, NY 10023 
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physical fac to rs tha t m a k e t h e m 
unsuitable for the awesome responsi-
bilities of their profession.) 

Duke is a g u i d e dog . He w a s 
trained at Leader Dogs for the Blind, 
in Rochester, Michigan. 

Now that the Amer icans With 
Disabilities Act is business-as-usual, 
people with low vision are increas-
ingly likely to be present in the work-
place and in other environments that 
used to be closed to them. Some will 
be accompanied by dogs like Duke. 

You may have s e e n a dog l ike 
Duke in your office or on the street. 
Leader Dogs for the Blind suggests 
the following tips for interacting with 
a person who uses a guide dog: 
» Never rush up and startle the per-
son by g r a b b i n g his or he r a rm. 
Simply ask if you can help. 
t If a person needs help, approach 
on the right side of the person. The 
guide dog will usually be on the per-
son's left. 
• Never take hold of a guide dog's 
harness. Doing so will confuse the 
dog and startle its owner. 

t If the person welcomes your help, 
offer him or her your left elbow. He 
or she will d rop the dog 's harness 
handle as a signal to the dog that it 
is off-duty temporarily. If the person 
wants help in crossing a street, take 
him or her all the way across and 
t h e n u p o n t o the o p p o s i t e cu rb , 
where the dog will resume its duties. 
> Do not offer food to a guide dog. 
Owners look after their dogs' diets 
carefully. Their animals are well-fed 
and perform more efficiently when 
they follow a recommended diet. 
» Consult the owner before petting 
a guide dog. 

For more information about Leader 
Dogs for the Blind, call 313/651-9011. 

The Feds Survey Training 

Ever s ince the elect ion of Bill 
Clinton as U.S. pres ident last 
November, the national inter-

est-in-training barometer has seemed 
to point toward the positive. Time 
will tell. 

So, perhaps, will a new survey of 
e m p l o y e r - p r o v i d e d t r a in ing p ro -
grams, being launched this spring by 
the U.S. D e p a r t m e n t of Labor ' s 
Bureau of Labor Statistics. 

The survey is the first comprehen-
sive look at training by a federal sta-
tistical agency. In the first stage of 
the survey , the BLS is su rvey ing 
12,000 employers about their training 
programs. The BLS plans to publish 
data on the n u m b e r and types of 
internal and external training pro-
grams that are provided by employ-
ers in var ious industr ies . The first 
report from the study is expected to 
be released in early 1994. 

The second stage of the project 
will be an ongoing survey of busi-
nesses , based on a sample chosen 
from the first survey. 

This month's "In Practice" was edited 
and written by Craig Steinburg. Send 
items of interest to "In Practice," 
Training & Development, 1640 King 
Street, Box 1443, Alexandria, VA 
22313-2043. 
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Introducing— 
a quick and effective 
communication tool! 

The 
PEOPLE 
Process T M 

Help employees work together with The 
PEOPLE Process! This simple and effective training program 
utilizes personality typing to show participants how to easily 
recognize someone else's personality type and how to work 
within their language of understanding. 

In just minutes, the basic personality types of the group can be 
identified by using the unique, colorful type category wheel. 
You don't need to be a certified facilitator—the Trainer's Guide 
walks you through each step of the program. 

All personality types are presented in terms of their strengths. 
By reinforcing the positive, participants learn that all types are 
necessary and that a diverse group is stronger when members 
understand how to relate to each other. 

Order your copies today and improve communication 
throughout the entire organization! 

Use this dynamic new 
personality typing 
program for: 

• Team Bui ld ing 
• Improv ing Sales 
• Leadership t ra in ing 
• Customer Service 
• Problem Solving 
• Mentor ing 

PEOPLE Process Trainer's Package / Cede GS4YBH / I Trainer's Guide (90 pages, 
looseleaf) /1 participant's booklet (63 pages) /1 cardboard PEOPLE Process Wheel 

/16 profile sheets /$79.95 

PEOPLE Process Participant's Package / Code G53YGH / 1 participant s booklet 
(63 pages) /1 cardboard PEOPLE Process Wheel/16 profile sheets /$19.95 each 

/ Quantity Pricing available; call for details. 

TO ORDER CALL: 

1-800-2744434 

Order by VISA, Mastercard, or American 

Express. Immediate shipping available. 
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