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1. MAllAGEHENr OVERVIEW 

1.1. R&D RESPOBSIBILITIES 

1. R&D function is to develop strategiea and products using 
inputs from all possible sources: Market ing, Manufacturing, 
customer s, competitors, and technologies. 

2. Strategy should lead product development, but room IIl1lst 
always be reserved for the 'new' idea. 

3. R&D strategy must fit with Division goals. 

4 . Concentrate on a few areas with potential for large return. 

* NEW 

* BETTER 

* CHEAPER 

* EMBARRASS THE COMPETITION 

* DISTINGUISHED FROM OTHER PRODUCTS IN THE FIELD 

5. Producu should be a source of pride for everyone and should 
provide lasting value to our customers. 

6 . Product quality is a lab function and can never be delegated. 
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1 .2. KAKlG1Ul RESPONSIBILITIES 

1. Be a problem solver - not just a problem identifier. 
2. Work with other groups, both inside and outside the lab, in a 

res pons ib Ie way. 
3. Keep looking for ways to make this a better place to work. 
4. Take responsibility for your own decisions . Get input from 

every place but be responsible for making the final decision. 
5. Create a positive, productive environment . 
6. View products from a customer point of view: 

* Do you like it? 
* Would you buy it? 
* Would you recommend that a friend buy it? 

7. Think larger than your own organization. 
S. Know the territory. 

* Competition 
* Technology 
* Customer Needs 

9. Learn to anticipate. 
10. Don't be satisf ied until the customer is. 
11. Do something instead of be something. 
12. Listen intently to what your group is telling you . 

* What they want to do next 
* What is wrong, etc. 

13. Keep your group informed of: 
* Project Coals 
* Section Coals 
* Lab Coals 
* Division Coals 

14. Explsin why a decision was made. 
15. Tell the truth - not what you think people want to hear . 
16. Know and report real status. 
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1 .3. PEOPLE HAMGEIWiT 

1. Do on-time, fair salary administration. 

* Make sure the best performers are paid at the top of the 
pay curve . 

2. Give honest and timely evaluation of work completed. 

* Informa lly, on an as-needed basis 

* Formally, wi t h performance evaluations 

3. Recognize good results . 

* Personally 

* Make accomplishments visible 

* Encourage papers and presentatioDs 

* Conference attendance 

* Seek advice from best peop Ie 

4. Train and coach to help each individual do a better job. 

5 . Help your people succeed. 

Management Overview Page 3 



1.4. FACTORS FOB. EVALUATION 

1. Cooperate, both inside and outside the Lab. 

2. Set and meet scbedules. 

3. Keep management informed of both good news and bad news. 

4. Assume responsibility for getting the product into a 
satisfied customer's hands. 

5. Deliver the product tbat was promised. 

6. Ensure that the product satisfies the user's needs - both 
internal and external. 

7 . Know the products that we compete against. 

8. Make proposals and recommendations. 

9. Make a product come true after the direction has been 
determined. 

10. Help to ensure that others who are in the product chain <:an 
do their jobs. 
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1.5. VALID REASORS FOR WART1RG TO BE I. HARAGEHKNT 

1. You have an idea, a plan, or a strategy that is bigger than 
you can do by yourself . 

2. You like to define direction instead of waiting to be told 
what to do. 

3. You like working with people, but as a leader. not as the 
administrator for whatever they decide to do. 

4. You like to help people s ucceed and grow in responsibility. 

5. You want to make decisions instead of just letting them 
happen. 

6. You are impatient with things as they are and want to do 
th ings 8 be tter way. 

7. You want to do something instead of be something. 
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1 .6. IRVALID REASOIIS FOil. WAJlTIIIG TO BE III l!AIfAGl!MEIII 

1. You like to play politics. 

2. You want a position. 

3. You want to be something. 

4. You want to get out o f technical work and handle 
administration. 

5. You would just like to try it for awhile to see if you like 
it. 
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1.7. TIHE 

TIME 
SPENT 
IN 
EACH 
ACTIVITY 

imp lementation 

consultation 
review 
feas ibility 
technical aid to other£ 
task force 

TIME IN PROFESSION 
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1.8. UIDIVIDIIAL IIESPOBSIBILInBS 

product related 
design 
implenlent 
review 

engineer project 
manager 

people related 
recruiting 
strategy 
counseling 
coaching 
coordination 

section 
manager 

lab 
manager 

The length of a day is the saDle f or an Engineer as it is for a 
Lab Manager . Ho~ you spend your time is up to you . 
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1.9. III SEARCH OF EXCELLENCE, PETERS (0 VATEIIHAJI 

1. Bias for Action 

* 
* 
* 
* 

MBWA 
Chunks 
Experiments 
Simplifies 

2. Close to the Customer 

* 
* 
* 
* 

Service Obsession 
Quality Obsession 
Nichemanship 
Lis tens to users 

3. Autonomy and Entrepreneurship 

* 
* 

Promotes champions 
Tolerates failures 

4. Productivity through People 

* 
* 

Hoopla, celebration, and verve 
Information availability and comparison 

* Sma 11neGs 

5. Hands-on, Value Driven 

* 
* 
* 
* 
* 

Attention to ideas 
Attention to details 
Pers is tence 
Vis ible 
Unleashes excitement 

6. Stick to the Knitting 

7. Simple Form, Lean Staff 

* 
* 
* 

Sma 11 is beau t ifu I 
Simple underlying form 
Habit breaking 

8. Simultaneous I..arge-Tig ht Properties 

Management Overview 

120 

156 

200 

235 

279 

292 

306 

318 

121 
125 
134 
150 

157 
171 
182 
193 

208 
223 

263 
266 

287 
288 
288 
288 
291 

316 
316 
317 

Page 9 



1.10 . DOUlWIT BELIEFS, PETERS & VATERHAB PG. 285 

1. A belief in being the "best" 

2. A belief in the importance of the detail. of execution, the 
nuts and bolts of doing the job well 

3. A belief in the importance of people as individuals 

4. A belief in superior quality and service 

5. A belief that most members of the organization should be 
innovators, and its corollary, the willingness to support 
failure 

6 . A belief in the importance of informa lity to enhance 
COnl1!1Un icat ion 

7. Explicit belief in and recognit i on of the importance of 
economic growth and pr o fits 
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1.11. S(I(! A1'TRIBtJrES OF lIAHAGEHEIIT SUCCESS AT ROLM 

1. Identify and motivate key employees, but don't play 
favor ites • 

2. Set personally challenging and difficult goa l s; get people to 
stretch . 

3. Get decisions made as close to the action as possible. and 
don't second guess them unless you have good communicab Ie 
reasons. 

4 . Promote from within whenever feasible; take SOme calc ulated 
chances with ROLM employees if they want promotion. 

5. Leve 1 with subordinates. Communicate t he real reas ons peop Ie 
aren ' t promoted; don't use excuses such as college degrees as 
hlocks to advancement. 

6. Assure that employees are paid correctly considering outside 
supply and demand . internal equity. and individual worth to 
the corporation; then give merit increases only. 

7. Treat each employee as an individual . 

8. Avoid bureaucracy; keep practices simple but make sure they 
are effective. communicated. and understood. 

9 . Maintain an informal. yet productive atmosphere. 

10. Help employees to build their self-image. 

11. Focus on the important issues ; let the inconsequential slip. 

12. Assure subordinates understand performance expectations. and 
then encourage their individual initiative to expand. 

13. Use written communications only when it makes sense to do so . 

14. Encourage individual contributors to build their technical 
sk ills for career advancement. 

15. Recog n ize employee accomplishments in or out of your 
immediate work sphere. Praise in public; criticize in 
private . 

16 . Communicate group praise to subordinates in the group; buffer 
them from group crit ic ism (but make aure they are aware of 
any real shortcomings). 
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17. Don't cover your ass. or look for fau lt in others; solve 
problems; for instance don't get "on the record" to prove 
someone wrong. help make it right. 

18. Focus on substance; it's always more important than fOIlD. 

19. Maintain equal opportunity practices which meet tbe spirit as 
well as the letter of the law by enabling individuals to 
compete and succeed on the basis of merit. 

20. Encourage employees to freely communicate their ideas and 
suggestions without fear of reprisal. 

21. Take a large view of your job, do whatever it takes to make 
your tasks succeed whether or not it is part of your job. 

22 . Use written PPG's to document practices. policies, and 
guide lines for routine tasks that are critical for the smooth 
functioning of the organization and which will allow new 
employees to be productive sooner; if PPG's don't reflect 
r eality, rewrit e them. 

23. Avoid " finger-pointing" stalemates. Wben yo u see one, 
encourage discussion to get the problem solved . 

24. Discourage rumors by communicating facts upwards. downwards. 
and sideways through the company. 

25. Follow important projects and take continual corrective 
action. if necessary. to keep them on track. 

26 . We fix problems as we grow; we don't fix things that aren't 
broken. but we try to anticipate things that may become 
broken. 
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1.12. S<»t:E THOUGHTS 011 BEIliG A GIl0UP HAJlAGER 

"An open letter from an lIP Project Manager." 

Afte r becoming a Project Manager, I realized that there were a 
number of things about Project Management that I did not know. 
Many of these have been learned througb experience, the hard way. 
Others I have observed in the managers around me and have not bad 
to make the mistakes myself. I have tried to collect togetber 
some of the things tbat I wisb I had been told wben I first took 
the position, but did not find out until much later. I have left 
out some of the more obvious things that should be done, such as 
just getting the work done, but have tried to include as much as 
possible to give a feel for SOme of the things that DUly be 
overlooked. 

The first thing to realize as a project manager is that you are 
responsible for the projects under you. Their success or failure 
is dependent upon your doing a good job. If those beneath you 
don't get their work done, you are responsible in addition to 
them. A project manager must stay technically close to the work 
under him. It is his responsibility to know at all times exact l y 
wha t those under him are doing and what progress is being made. 
As soon as the projects are slipping he should know , and either 
decide to let them slip or take corrective action. The technical 
peop l e are responsible to the project manager for their actions; 
tbe project manager is responsible to his manager for both his 
actions and those of his people . lie can find out what is going 
on by getting involved and helping bis people get their work 
done. It is his job to remove the obstacles that keep the people 
working for him from getting their job done. He p rov ides the 
interface between the people who are doing the work and the 
company which needs the product they are producing. 

A project manager should support bis people. Since their 
productivity reflects on bim, he is burting himself as well wben 
he is overly critical. By supporting and defending them he 
builds a better image of tbem in bis own mind and they have 
confidence that he is genuinely interested in their s uccess. As 
a re8u It they do a bet ter job. All workers bave some good 
points. Try to concentrate on tbes e and work around the weak 
areas wbile strengthening tbem. The job of the manager is to get 
his people to do better , not to complain when they don't. Half 
of all people are performing below average; after all, that is 
what is average means. He should recognize this and allow them 
to contribute at the level they are capable. 

Along these same lines, people make a project succeed. A project 
manager must care about tbe people who work for bim 8S fellow 
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human beings. Sarcastic cOlllJllents and slicing remarks are never 
appropriate, even in jest. Perhaps I sbou1d say especially in 
jeot. Say tbings to encourage people. This is not just for 
those working for you, but for all those around you. Nobody 
likes to be humiliated; everybody likes to be praised. 

A project manager should be available to hio people as much ao 
possible. The second moot important thing he can do is to be 
there when they have need of him. (The first most important is 
to be there when his boso needs him.) Frequently, this will take 
the form of a casual conversation but on occasion it may involve 
a more formal lengthy discussion. If conversation is impractical 
when a project memher needs it, schedule a time as early as 
possible when it is convenient. It is the responsibility of the 
project msnager to determine when h is people need to talk to him 
as much as it is theirs. If there haa been a lack of 
commuoication for a long period of time, the manager should 
initiate the interaction, not wait for the person working for him 
to decide that there is a need. The longer that this interaction 
is put off, the harder it becomes to have it at all. Many things 
that cou l d have been handled as smsll brush fires have grown to 
be much l arger situations that require much more time to deal 
with and develop hard feelings when none need to have have been 
encountered. 

To this end. one important thing to remember is not to ho Id 
things against your people working for you. Always be open and 
above board with your feelings. If you think sOll1eone is not 
doing a good job. let him know. The only thing that can happen 
by keeping silent is for a bad situation to get worse. Although 
it is difficult to speak to someone when there are hard feelings, 
it is even more so when these have heen allowed to fester and 
grow over a period of time. Deal with problems wbile tbey are 
stil l small and manageable before they are blown out of 
proportion. Be s ure that your expectations of people are 
realistic and communicated . If you expect more from them than 
they are capab le of giving, there will inev itably be p r ob lema. 
This is much easier to do if you have communicated well with 
them . Come to a mutual agreement of realistic expectations and 
then hold them responsible for meeting commitments they have 
made. Before becoming angry with someone for not meeting 
expectations, be sure that you have a ll of the facts. There may 
be SODle extenuating circumstances that you are not aware of. 

Think before acting. There is a good reason that msn was given 
two ears and ooly one mouth. Before establishing a new method of 
doing things, listen to people to see what they have to say. 
Find someone to us e as a sounding board for your ideas. Listen 
to feedback on your approach to problem solving. When you feel 
confident that you have given enough thought to the situation, 
give it a little more thought. Then embark on a new program. 
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Short lived programs tbat are not well organized tend to cause 
peop Ie to lose confidence and to be unwilling to support other 
programs. When using people for a sounding board, don't expect 
then to give you good advice. Just explaining something to 
another person will help you get it straight in your own mind . 
Fre.quently in emotional issues it is helpful just to sort through 
your own fee lings. 

Develop patience for the mistakes of tbe project team. Even you, 
tbeir manager, are not perfect (Really]) Work with the 
underachievers more to help them do a better job. Don't get 
angry when you bave just explained something that seemS perfectly 
clear to you for the third time and they still don't understand. 
Go ahead and explain it four till\es and this time try to explain 
it in a simpler manner. Communication involves two people. 
Perhaps the difficulty lies on the sending end as well as the 
receiving end. Sometimes having the other pe r son explain to you 
what they heard you say give a great deal of insight into your 
method of sending ideas. This is an excellent technique to 
ensure that your ideas have gotten across as well. 

Don't keep secrets from the project team. They know a lot more 
than you think about what is going on and it only frustrates them 
when they are left out. In effect, you are saying that you do 
not think they are as capable as you to handle the informat ion. 
Secrets are an indirect put-down and they cause problems when 
they are eventually disclosed (wbich they almost always are). On 
the contrary, share things with the project team off the record. 
Let them know how you perceive tbings to be going, directions you 
think events may take in the future. Discuss trends and get 
feedback on the feeling of the project team. Do it truthfully 
and they will appreciate your candidness. 

As a project manager, don't be afraid to do useful work. If 
there are things that need to be done and you have time, get in 
with the project team and help out. Even if you don 't have time, 
make SOme. It is much too easy to lose touch with tbe people who 
are doing the work; getting in to work with them helps keep you 
from doing it. One caution in doing this: it is very easy to 
compare the way someone else is doing things to the way you used 
to do it when you had the job. Res is t the temptation . Let them 
do it differently, even if it is a little less efficient than the 
way you usually do it. Who knows, they might surprise you with a 
creative new way you had never thought of. 

No one is perfect. Be careful when using other project managers 
or section maDagers as models . Even though things seem to be 
going well for them, there are many things that you do not know 
that would cause problems should you try to imitate them . 
Develop your own style of management that suits you . 
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Finally, remember tbat you can 't please all of the people all of 
the time. Give it your best shot. Be sensitive, be open, be 
he lpfu 1. 
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2. TECBNI CAL KAllAGEllEl'It 

2.1. PRODUCT LIFE CYCLE 

1 . Orderly approach to product development 

2. Structured method to help you think about everything that 
needs to be done 

3. Main communication vehicle about product intentions and 
specifications 
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2.2. PRODUCT LIn CYCLE PHASES 

ACTION 

lnves t iga t ion 

Development 

Code & Debug 

Test ing 

Breadboard 
Lab Prototype 
Production Prototype 
Pilot Run 

Release to Manufacturing 

Sh i p to Customers 

Technical Management 

OUTCOME 

Product Requirements 

External Specification 

Internal Specification 

Tes t Reports 

Review and Approve 
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2.3. PIlODUCT LIFE CYCLE ELl!HEBTS 

1. A detailed project definition of the project 

2. Schedules and milestones 

3. People and dollar commitments 

4. Product development plans 

5. An evaluation of progress relative to milestones 

6. An identification of tasks that can be done in parallel 
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2.4. PURPOSE OF DOCtllElITAnOl( 

1 . To insure that you thoroughly understand what to build and 
how to build i t. 

* Examp lea of use 

* Error Cond itions 

* Explanation of how product solves a customer prob lem 

2 . To communicate to others what the product is. 

* Lab users 

* Marketing and Manufacturing 

Manua Is 

Class preparation 

Support func t ion 

Hanu facturing 
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2.5. DESIGB CORSIDERATIORS 

1. View the product in its operating environment. 

* Know the level of person using the product 

* Errors are going to occur; wbat are you going to do? 

2 . Develop examples of use and see if it is still consistent and 
understandable. 

* Would you like to use tbe product? 

3. Leave your ego at bome and listen to what people are saying. 

4 . Cover all conditions before implementation starts. 
hurry the implementation . 

Don't 

5. Get closure ear ly so a completeness model can be developed . 

6. Take responsibility for performance cost and schedules. 

7. Take responsibility for quality. 

8. Design for maint enance and enhancements. The only product 
that doesn't get changed is one that doesn't get used. 
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2.6 . PURPOSE OF SCHEDULES 

1. Think through the project from beginning to end. 

2. Provide information to others who depend on your product. 

3. Convert from a serial to a parallel operation so product 
development can be accelerated. 

4. See where to pu t add it iona 1 he lp if a pro jec t runs into 
trouble . 

5. Evaluate your own progress. 

6 . Improve your sc heduling abilities . 

* Wby did you meet or miss a milestone? 

7 . Estimate how to do a project. 

8. Define how many people, how much equipment , and how much time 
is required to do a project . 

9. Get others committed. 
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2.7. HOW TO SET scmrouu:S 

1 . Start from the highest leve l . 

2 . Break into smaller and smaller pieces until you have a feel 
for eac h piece then build it back up to get total time. 

3. Identify the order of things that must be implemented. 

4. Identify functions that can be implemented in parallel. 

5. Identify f unc tions that are easy . 

6. Identify funct ions that may be very difficult to imple.~nt. 

7. Pu t together an overall planning chart showing the sequence 
of implementation and es timated time for each function. 

8. Take into account who is doing the job. 

9. Don't use motivational schedules. 

10. Leave time for vacations, sick leave, and consultation in 
your est imatea • 

11. Make schedules as realistic as you can but don't pad . 
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2.S. TESnllG 

1. Think through and document bow to test the product. 

2 . Define any special hardware or software test e qu ipment 
required . 

3. Define the product limits so it can be tested to that limit. 
E.g., maximum number of open files, voltage variation, etc. 

4 . Define and develop tests that can be repeated and used to do 
regression testing. 

5 . Assure product quality; it is a lab f unction . 

6 . Develop a product witb the idea of support in mind. What are 
the SEs and CEs going to do when the product fails? 

7. Spec ify the boundary conditions so they can always be tested . 
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2.9. PERI'ORMABCE SPBClnCA'IlOBS 

1. Start from the highest level and develop a block diagram. 

2. Keep breaking the project into smaller pieces and try to 
understand the relationship of the major pieces. 

3. Make time estimates for each major element and estimate the 
performance, sssuming that all services requested are zero 
(0) time. 

* This is the best possible performance and should be used 
to see if that level of performance is adequate. 

* If not, it is back to the drawing board. 

4. Don't get lost in the details, try to understand the major 
contributors to performance. 

5. Specify how to measure performance. 

Technical Management Page 2S 



C"l -0 
::T -, 

ro " (') c. .... 
,.-fD 
~n 
~. ("-t 

II> 
.... 3: 

<.l 
3 ,... 



PROJECT MANAGEMENT CHECK LISTS RS 7/27/83 

INVESTIGATION AND JUSTIFICATION 1 

DEFINITION PHASE 2 

DESIGN PHASE 3 

IMPLEMENTATION AND PROTOTYPE PHASE 4 

ANNOUNCEMENT 5 

ROLM TRIAL 6 

FIELD TRIAL 7 

AFTER FIRST CUSTOMER SHIP 8 



INVESTIGATION AND JUSTIFICATION 

1. Is it our business? 
o Engineering expertise? 
o Manufacturing capabilities? 
o Marketing savvy? 

2. Impact on current products 
o Expand them? 
o Enhance them? 
o Complicate them? 
o Obsolete them? 

3. Need in the market 
o New product 

Who will buy it? 
Why? 
How is customer coping? 

RS 

Business, legal and regulatory implications? 

o Not new product 
Who is producing it? 
How is it received? 
Why us too? 
Excess capacity in industry? 
Product differentiation? 

4. Profit expectations 
o How many engineers? 
o How long? 
o What ' s total cost? 
o How many can we sell? 
o Get investment back? 
o Make profit? 
o For how long? 

5. Follow-up products 
o Likely? 
o Proposed product upgradable? 
o How costly? 
o How troublesome? 
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DEFINITION PHASE RS 7/27/83 

1. Functionality 
0 Customer Benefits? 
0 End user benefits? 
a Service crew benefits? 
0 Radical change of user habits? 

2 . Requirements 
0 Deliverables 

power 
shelf space 
memory 
real t ime traffic, etc. 

0 Standards 
industry 
ROLM 
others 

3. Team BuUding 
0 Assemble knowledgeable players 

engineering 
marketing 
product support 
production 

0 Estimate man-months 

2 



DESIGN PHASE 

1. Philosophy 
o modular design 
o top-down approach 
o standardized interface 
o coding standards 
o adaptability and expandability 

2. Enforcement 
o examine alternatives 
o hold reviews 
o maintain design notes 
o start project notebook(log) 
o regular project meeting 
o appoint project/program manager 

3. Design Viability 
o user-friendly? 
o easy to learn? 
o simple to use? 
o deficiencies in feature set? 
o failsafe from user abuse? 

from machine interface? 

RS 7/28/83 

from abnormal conditions such as power failure, 
component removal? 

4. 

robust recovery mechanisms? 
high volume traffic OK? 
reasonable response time? 

a backward compatible/Cost effective upgrade path? 
a volume manufacturing OK/Sole source components? 

Planning 
o schedule and miles tones 

path analysis a critical 
o concerns and risks and means of coping 
o resource estimates 

need new people? 
new services? 
new equipment? 
when? 
prototype. and pilot run quantities? 

5. Documentation 
a completion of ERS, IRS, Test Plan 

6. Support 
o develop support stra tegy 
o size training and publication tasks 

3 



IMPLEMENTATION AND PROTOTYPE PHASE RS 7/27/83 

1. Task division 
o divide tasks among team based on strength and experience 
o have back-up expertise 

2. Order of completion 
o work out dependencies 
o timely ordering of new parts 
o test equipment, etc. 

3. Tracking 
o on schedule? 
o on target? 

4. Design changes 
o why? 
o impacts and tradeoffs? 
o approved and documented? 

5. Risk assessment 
o technical risks? 
o origin? 
o probability? 
o cost of removal? 
o contingency plans? 

6. Verification 
o functional unit OK? 
o performance up to spec? 
o requirements conformed? 
o regression test result satisfactory? 
o stress tests result satisfactory? 

7. Support 
o publication and training in action? 



ANNOUNCEMENT RS 7/27/83 

I. How 
o trade show1 
o special forum? 
o format of presentation? 

2. When 
o working prototype ready and demonstratable? 

3. Cost 
o $$$ 
o impact on development s chedule? 

5 



ROLM TRIAL RS 7/27 /83 

1. Prerequisites 
o functionality complete? 
o system stable? 
o stress tests OK? 

2 . Site selection 
o managea ble line size 
o "friendly" user community 
o phased addition of user possible? 

3. Publication 
o preliminary user manual 
o system administrator manual 
o installation and service manuals 

4. Training 
o site validation 
o installation 
o configuration 
o system administration 
o end user application 

5. Acceptance 
o establish clear criteria of acceptance 

6. Engineering support 
o quick response to problem 
o maintain problem log 

7 . Contingency plans 
o back-up sys tems 
o parallel systems 

8 Feedback 
o user interface OK? 
o system administrator interface OK? 
o suggestions for improvement? 

6 



FIELD TRIAL RS 7/27 /8 3 

1 . Prerequisites 
o successful completion of ROLM trial 

2. Site selection 
o satisfied customer? 
o friendly management? 
o good ROCO s upport? 
o good mix of applications? 
o proximity? 
o cost of trial? 

3. Publication 
o user manual 
o system administrator manual 
o installation and service manuals complete 

4. Training 
o site validation 
o installation 
o configuration 
o system administration 
o user application 
o sales training 

5. Public relation 
o customer site visit 
o justify product position and product direction 
o listen to the customer 

6. Acceptance 
o establish clear criteria of acceptance 

7 . Engineering s upport 
o quick response to problem 
o maintain problem log 

8. Contingency plans 
o back-up systems 
o parallel systems 

9. Feedback 
o user interface OK? 
o system administrator i nterface OK? 
o suggestions for improvement? 

10. Supportability 
o s uppor t strategy correct? 
o support organization OK? 

7 



AFTER FIRST CUSTOMER SHIP 7/27/83 

1 . Continuation support 
o problem reporting 
o tracking 
o resolving and documenting 

2 . Change control 
o for hardware, software, manuals documentation and proce

dural changes 

8 
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3. EVALUA'IlOIi GUlDELIIlES 

3 .1 . RARtIHG POIHTS 

Per- Weighted 
centile Points 

90% 

80% 
70% 
60% 

50% 

40% 
30% 
20% 

10% 

10% 15% 20% 50% 

10 
9 

8 
7 
6 

5 

4 
3 
2 

1 

o 

15 20 50 
13 18 45 

12 16 46 
11 14 35 

9 12 30 

8 10 25 

6 8 20 
5 6 15 
3 4 10 

125 

o o o 

Defin i tion 

Exceptional Consistently Far Exceeds 

Very good Cons ia tent ly Exceeds 
Expectations 

Good Meets Expectations 

Acceptable Usually Meets Expectations 

Unacceptab le Is Below Minimal Acceptable 
Level 

Not everyone gets all acceptable. 

Acceptable employee is neutral, does what is asked, average 
quality, misses a few milestones . 
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3.2. HTS RBSPOIiSIBIU'IIES 

1. Don ' t blindly accept directions. Make sure you understand 
and ques tion. But also make sure you are not just trying to 
have it your way. 

2. Be innovative. You are the life blood of tbe Comp any. 
Mag n ify ideas. Do no t jus t imp lement them. Ne are an 
engineering and technology company; it is up t o you to keep 
it that way. 

3. Pro duc t dec is ions on what is to be built come from 
Engineering and Marketing. 

4. Be a responsib le citizen. 
* Be coope rative . 
* Your a ttitude does make a difference. 
* Don't be afraid to voice an unpopular view. 
* Ask questions. 
* Don't let us get i nto trouble. 
* Make this a better place t o work . 
* Look at a product from a customer point of view. 
* Develop 8 can-do attitude . 
* Learn t o look as broadly as possible; see other points of 

view. 
* Keep people informed of changes. 
* Freedom means responsibility. 

5. Know the territory: competition, customer needs, engineering 
tec hoo logies, etc . 

6. It takes everyone to successfully complete a product: Product 
Assurance, Marketing , Manufacturing, other members of the 
Lab , and customers 

7. Plan, Plan, Plan: critical areas, equ ipment , time, testing, 
etc . 

8. Closure on products--invention must stop sometime . 
9. You are the sa l esperson fo r your ideas; you must help others 

understand Dew concepts . 
10. Know why you are doing your part and where it fits into the 

project, section, lab, and division. Seek information; don't 
just accep t it. Help improve our s t rategies and make sure 
that we get our products completed in a timely fashion. 

11. You are responsible for a ll phases of a pr oduct: Definition, 
design, imp l ementation, testing, and release for customer 
use. 
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3.3. MTS PEIU'OJIKARCE CRITERIA 

10% Technical Knowledge 
Knows CS fundamentals solid 
Keeps abreast of tbe relevant research 
Follows the industry & competition 
Knows ROLM systems 
A recognized expert; quick comprehension 

20% Judgment & Design 
Can delineate problems & design relevant solutions 
Balances tbeory & experiment. features & timeliness 
Pragmatic. can identify what not to do 
Understands the user & customer 
Open minded; ob jec t ive ana lys is 
Designs stand without change 
Products reflect a quality design 
Sees the big picture 

15% Crea t ivity & Innovat ion 
Inventive & effective techniques & solutions 
Fresh. unique viewpoints and ideas 
Ability to bra instorm 
Vision. ideas for ROLM's future success 

10% Organization & Implementation 
Little supervision required 
Organized. planned approach 
Can set milestones & scbedules 
Maintains design notes & documentation 
Reliable quality products 
Best performing products 
Maintainable & extensible products 
Keeps others posted as necessary 
Technical writing abilities 

20% Dependability 
Meets milestones--fulfills assignments 
Perseverance & carry through 
Can be re lied on 
Versatile 

10% Init iative 
Tackles difficult assignments & tigbt schedules 
Willingness to stretch 
Makes things happen 

15% Teamwork 
Helpful; can be interrupted 
Identify with teams. ego-less 
Good inter-personal skills 
Good oral communications & presentations 
Contribution to otbers 
Works effectively with other projects & areas 
Enthusiasm 
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3.4. HTS PEIlFORHAllCE CIUTERIA GUI:DELIBES 
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II~ SfC. .... 

Criteriym 

'lIDNICAL 
CS fundamentals 
Keeps abreast 
fol lows indu3try 
Knows ROLM systems 
Recognized expert 

.J\lXDtM 
Del ineates problems 
Balances theory 
Pragmat ie: 
Understands user 
Open minded 
Designs stand 
Qual i ty designs 
Big p icture 

Ungcceptgble 

Def ici ent 

Lacks interest 

Avoi ds seeking 
Unknowledgeable 
Re j ec ts ideas 
Rarely 
Does not meet spec . 

<»:ATIVI'IY AND INNOVATlCN 
Inventive so l ut ions Rarely 
fresh viewpoint Rare ly 
Bra i nstorms Re j ecting 
Vision Locking 

CHiANlZATlCN AND ~ATlCN 
Supervision Requi res lots 
Organ i zed Needs cons t . rev i ew 
Sets mi lestanes Immediate 
Design notes None 
Rei iable products fa i Is 
Best performing Rare ly to spec . 
Ma inta i nable Product With difficu l ty 
Keeps others posted Resists 
Techn ica l wr i t ing Locking 

IEPrnDABILI'IY 
Meets milestones 
Perseveres 
Can be re i ied on 
Versoti Ie 

INlTlATIVE 
Tockles 
Stretches 
Makes th i ngs happen 

'IEAI.K:R{ 
Helpful 
Identifies wi t eom 
Interpersonal ski l ls 
Oral communication 
Contr i b. to other 
Works wi others 
~ 

Enthusiasm 

8ey. l ate 
Re jects 
Rarely 
Re j ects swit ching 

Lock of intere3t 
Re j ec 15 
Does not 

~ is rupti ve 

, 
Rarely 

MTS Performance Eva luati on Cri terio 

Acceptgb le 

Basics 
Informed 
Informed 
Their port on ly 
Their project 

Usually 
Ass i sted 
Uses whot ' s avoi I. 
Limited knowledge 
Wi th coercion 
Somet illes 
Usual ly meets spe c. 
If e xp lain ed 

Somet imes 
Some times 
Partic i pant 
Project 

G.=I 

Sped a I i ty 
Knowledgeable 
f ir3 thond knowl edge 
T~eir ent i re system 
Their ent i re system 

Cons i stent Iy 
Unass i sted 
Uses variety 
Accu rate kn ow ledge 
Acce pt ing 
Most of t he time 
Meets spec i fications 
Tact i cian 

Most of the t ime 
Most of the time 
Acti ve partic ipant 
System 

Comes to mgr- , Sci f-starter 
Need regulor review Seld~ needs review 
Short range Personal loog range 
Exist Organized 
Work to spec. 
Usuolly to spec . 
With ord i nary trng . 
If asked 
Re I evon tin fa . 

50~ on t ime 
If asked 
Wit h coercion 
Con if os ked 

Wi th prodding 
Wi th prodd i ng 
In team 

Jf asked 

Compatible 
Factual 
Facts 
Passively 

Occasionally 

Bug free 
Almost a lways to spec 
With some train ing 
Cons i stent l y 
Organized. concise 

80':; on t ime 
Accep t i ng 
Wit~ some remind ing 
Accepting 

With eose 
Wi th ease 
In d i vis ion 

Vo lunteers in team 
Support ive 
Dependab le 
Understandable 
Concepts 
Active ly 

Almost o lwa)'s 

:au G.=I Exce pt iongl 

Externol expert 
Ext erna l contributor 
lnno\lotor 
Sought out 

Internal e xpert 
Internal contr i butor 
Demonstrated ins ights 
Other systems i n ROLM 
Field i n genera l Recogn j~ed ~P.4lLt,..J.. 

'" •• /,1 U"'- 1..-;1... CJ 

Hab it ually Surprise formUlations 
Purposefu l ly Ingeniously 
Se l ects most appr op . Researches 
Demonstrated i nsight Consistently i ns i gh tful 
Compe t i t ive cooperat ion Value-centered 
Alwa ys Gen ero l i zed by others 
Always meets spec . Sets standards 
Strategis t Signol giv e r 

Always 
Alwoys 
Leader 
ROll.< 

Leads others 
Values organization 
Team oriented 
Clear 
Bug free thru rev iew 
Always to spec . 
Wi th I it t l e training 
Purposeful ly 

Always on time 
Comni tment 
Wi thout remind i ng 
Does what it tokes 

Becomes cha l lenge 
On own 
I n ROLlA 

Vo lunteers in d ivision 
Ego l ess 
Sensitive 
Conci se and s imp le 
Jdeas 

"7 
Alwoys 

Sets trend s 
Ge nerol i zed by others 
Enr i che~ 
Bus i ness wor ld 

Purposeful planning 
Exempl ar 

Exceeds specif ication 
Wi thou t t ra ini ng 
Enriches 
Se t stand a rd s 

Often early 
Seeks out 
Without ask i ng 
Effort lessness 

Originates 
Tokes r i sles 
In bus i ness 

Sees opportunitie s 
Bu i lds spir i t 
Reconc iii a tor 
Ente rtaining. stimulat i ng 
Educa t o r 

~ 
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I4TS 

CS FUnds1IIBntala 
Keeps abreast 
Follows industry 
Knows ROLH systems 
Recognized expert 
Delineates prOblecs 
Balances theory 
Pragmatic 
Understands user 
Open minded 
Designs stand 
Quality designs 
Big picture 

Inventive 80Lutions 
Fresh viewpoint 
Bratnatoruu:o 
Vision 

Supervision 
Organized 
Sets at lestones 
DeB ign notes 
Rel fab La products 
Best perfoMling 

Maintainable products 
Keeps others posted 
Technical writing 

Meats .'lestones 
Parserveres 
Cen be ret jed on 
Versa'C1la 

TackLes 
Stretches 
Makes things happen 

Helpful 
Identifies wlt88~ 

Unacceptab La 

Deficienoy 

lacks interest 

Avoida seeking 
Il1knowledgeab la 
Rejects 
Rarely 

Rarely 
Rejects 
Lacking 

Requi reB late 
Needs constant- rev1ew 
I .. ediate 

Fai la 
Rarely IQ8sts spec 

With difficulty 
Resists 
Locking 

80S Lote 
Rejects 
Rarely 
Rejects awitching 

Lack of tnterest 
Rejects 
Does not 

I ndependent ski lls Disruptive 
Oral c~niaat10n 
Contribution to others 
Works .vothera 
Enthua1asa Rarely 

Acceptable 

Basics 
Infor~ed 
Inforlaed 
Their part only 
Thei,. proJect 
Usuolly 
Assisted 
Uses whats available 
Li.ited knowledge 
With coercion 
Sometimes 
Usus L Ly .eeta &opeca 
If Exploined 

Sometins 
P8rticipation 
Project 

Comes to you 
Needs reg .revtew 
Short range 
Ex ists 
we MeS to aped 
Usually .neats &pec 

With ordinary trog. 
If asked 
Re levant info. 

50% on t i me 
If 8sked 
With coercion 
Can swl tch 
if Bsked 

With prodding 
With prodding 
In taa la 

If asked 

Co~etible 
Factual 

Occ8sion.lly 

Ilood 

Speciel ity 
Knawlodgeob 10 
Firsthand knowledge 
Thair entire system 
Their entire system 
Consistently 
tnasslsted 
Uses variety 
Accurate knowledge 
Accepting 
Most of the liMe 
MaBts spocificetione 
Tactician 

Most of the tiao 
Active participation 
System 

Self-startar 

Personal long range 
Organized 
Bug fre8 
Al.ast always meets 

With SOll8 tmg. 
ConSistentLy 

80S on tie 
Accepting 
With Boau re. inding 
Accepts awitching 

With ea8e 
With Ba8e 
In dhfa:1on 

Volunteers in teen 

Oependable 
Ulderstandab Le 

AlllOst always 

Very Good 

Internal expert 
Internal contributor 
Demonetrated insighte 
Other systoaa in cOMPany 
Field in genet"sl 
Habitually 
Purposefully 
Selects most appropt"iste 
DeMOnstrated insights 
Co~etitiye co-operation 
Always 
Always MOote spac8 
Strategist 

Always 
Ulod. 
ROUt 

Leads others 
Selda. needa rev iew 
Teaar-oriented 
Clesr 
Bug tree thru reviewing 

spec. 

With little tmg. 
Purposefully 
Organized, concise 

Always on thae 
Co_itlUoot 
Without reminding 
Doe6 what it takes 

8ecOlllBS chal Lange 
On own 
In cOlI!puny 

VoLunteers in divieion 
Egoles8 
SenBit.iwe 
Concise & siMPle 

Always 

Exceptional 

Extemal Expert 
Ext . Contributor 
Innovation 
Sought aut 
Recognized sxt. 
Surprise forlM.llations 
Ingeniously 
Researches 
Insights 
Va Lue-centersd 
Genera l i zed by oth&r8 
Seta standarda 
Signal giver 

Sets trends 
Generalized by others 
Enriches 
Busine88 world 

Values organi zation 
PurposefuL planning 
Ex .. ~ I •• r 

"-
Always lIIeets spec Exceeds 

Without tra1n1ng 
Enriches 
Sets standards 

Often oarly 
Seaks out 
Without Bsking 
Effortlessnes8 

Originat8e 
Tekes t"iske 
In business 

Se8s opportunities 
Builds spirit 
Reconc1l iata,. 
Entertaining & stimulating 

fk!bs off 



3.5. GROUP KABAGKR RESPONSIBILlnES 

1. Use the Product Life Cycle for all project development. any 
deviation must be justified. 

2. Either conduct or insure that walk through. are used for 
design and code . 

3. Read the code of each individual to insure that the code is 
well structured, commented, and maintainable. 

4. Arrange and conduct the review and sign-off meetings at each 
phase of the development cycle. Each meeting should be a 
tutorial on what, why, and how by the entire product team. 

5. Be the technical l eader for design and direction for the 
project. You should be able to explain how the product 
works . 

6. Make Marketing a part of the team. 

7. Help each individual set schedules and monit o r progress 
toward that schedule. 

8. Conduct post-MR meetings with the product team to review the 
status of the product on a regu lar bas is. 

9. Each project should have weekly milestones that are reviewed, 
with recognition to those who met the milestones. 
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3.6 . Gll.OllP KAMGll.RS PERFORMAIlCE CkITEkIA 

15% Planning & Judgment 
Well laid out plans for cur r ent and future products 
Understands lab goals & how group's goals fit 
Solid tools for communicating plans, oral & written 
Sees the big picture 
Can delineate problems and influence solutions 
Has well thought out reasons to back decisions 
Open minded, constructive in decision making 
Makes good decisions 

15% Orgsnization & Dependability (Tactical) 
Sets and me ets milestones 
Executes product life cycle 
Knows status and next steps of pr ojects & products 
Solid tools for communicating plans, oral and written 
Carries through 

20% People Skills, People Development & Communication 
Communicat ion with managers, peers, emp loyees, 
Contagious enthusiasm 
Proficiency at resolving personnel problems 
Supports people: goals , strengths, accomplishments 
Solid on time performance evaluations consistent with pay 
Works at developing his/her people 
Affirmative Action 
Can replace themselves 
Insures adequate training 
Group clearly knows responsibilities and execution 

10% Recruiting & Hiring 
Finds and attracts good people 
Affirmative Act ion 
New techniques introduced 

15% Technical Skills 
Knows the t erritory 
Understands tbe implementation of his/her projects 
Can evaluate and explain alternatives 
Has broad technicsl skills that covers all projects 
Keeps up with the industry and research activity 

10% Innovation & Creativity 
New teChniques & procedures introduced 
Vis ion 
Encourages inventive solutions 
Helps evolve the product development process 

15% Initiative & Leadership 
Makes things happen 
Tackles difficult assignments 
Follows through & perseveres 
Influences others 
Solves Problems 
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3.7. GItOUP MABAGER. PI!RFOI!IIARCE CRITERIA GUIDI!LIIlES 
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Group Manager 

PLans 
Understands goaLs 
Co..unicatee pLans 
Sees "big" picture 
Influence solutions 
Reasoned decisions 
Open .inded 

M1 leston88 
Product life cycle 
Project statue 
Cerries through 

Interface 
Enthusiasm 

PerBonnel proble~6 
Supports people 
On-ti.a evaluations 
Develops people 
Affirmative action 
Replece the_seLves 
Adoquate training 
Cleer r86ponslbllties 

Kno.s territory 
l.i1derstands projects 
Explains aLtematives 

Technical SkilLs 
Keeps up 

Procedures introduced 

lk1accBpteb le 

Hissing 
limited 
Rarely, poorly 
Mudd led 
Rarely 
Iktinformsd 
Negativa, dastructive 

Misses reguLarly 
Fails 
LhinfoMHd 
With difficulty 

Author-Hiva 

Reluctantly 

(l)edienc8 
Authority 
ReJect& 
CouLd not 

Poorly 

Co~l;ance 
Rarely 

Vision Missing 
Inventive solutton& 

Makes things happen 
TackLes 8ssignMents 
Parserveres 

Fai La 
ReJecte 
Rejects 

Acceptab l e 

Has them 
When interested 
"'en asked 
CUrrent proJec:::t 
"'en assigned 
Knows alteMlative8 
Mhed 

Misses rareLy 
Accepts and fo llowa 
Usuelly 
Without prodding 

MateriaL , cooperative 

'fIben nOCBssa ry 
Organizationally 
Security 
Rewards 
Accapts 
wi 50s Good 

Adequataly 

Organizational 
With Sollle B1a6 

Tesk 
Minimally 

Project 

Project 
With coercion 
If Asked 

Good 

""0 asking 
Regularly displayed 
Wlo asking, norMal 
Group 
When inte rested 
Practically oriented 
Constructive 

SeLf initiates 
AccurateLy 
Regularly 
Eesily on treck 

Suppa rt i ve, 
dependab La 
easi ly 
Motivationally 
PerfoNDBnca 
Suppo rt 
Given opportunity 
wi 50~ ve rl good 

Perforaanca 
CouttlDsnt 

Active participation 
Accurately 

SIIi It 
Regularly 

Vary Good 

Efficient 
ConsistentLy 
Notices extrs need 
Dhision 
Habitually 
Te8m oriented 
Egoless 

Sel f-dhcip lined 
Anticipates problems 
Anticipates problems 
Becomes e challenge 

Integrative, high &tds . 

W!transcendence 
Gatns cO~itt.80t Basily 
SeL f-estee. 
Integration 
Exerts energy 
One cendidate 
SOS very good 
Tes. Comai tment 

ABBUIII68 responaibiLity 
Without Ego 

Product 
Enjoys 

PerfoMll8nce oriented Tea. 
Group Division 
Perforcance 

Product 
Accepts 
Accepts 

01v1aon 
Views a6 purposeful 
Commit.ent 

Exceptional 

Sophisticated 
Excitee others 
Enriches division 
9Jainess 
Diacusses chaLlenges 
SimpLe, complete 
Va Lu~en'ared 

Creative and oheod 
Modifies for 6uperior 
rOBults 
EffortlessLy 

Exuberance 
Va lues wo rk, IftCIdel 

Tows rei valuBs 
Inspt res the. 
Value 
Signal giver 
Corporats irr.port 
JIlJLt1ple Candidate 
100:'; Very Good 
Value Coamiteent 

Damonstratea values 
Value Oriented 

Business 
Discovers new chaLlenges 

Valuu 
Wholeness, unity 
Perfection 

Business 
0088 independentLy 
Saeks Out 



3.S. IaOUP MAlIAGBR CR.ITER.IA EXPECTATIONS 

1. Bug-free code is expected. 

2. Setting and mee t ing schedules is expected . 

3. Saying a product/project i s "done " means that you cannot make 
it fai l. not that you cannot make it work . 

4. Quality is not an add- on; it is expected. 

5. Knowing the competition is expected. 

6. Improving the product development process is expected. 

7. Coaching your people on good design and implenlentation 
practices i. expected . 
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3.9. GROUP HAliAGER TAJlGlBLE PERFOllKAJlCE MEASURES 

1. Solid tools for communicating plan., oral and written; 
contagious entbusiasm , understands the implementation of hi. 
products. 

2. 

* Simple, clear, understandable charts, tables, and 
diagrams • 

* Enthusiastic, self-confident presentation style. 

Well laid out plans 
understanding of lab 
big picture. 

for current and future products; solid 
goals and how group goa Is fit ; sees tbe 

* Two year product program including releases , features, 
resource requirements , COGS, Product support, competitive 
advantage. 

* Detailed project plans including major tssks, integration 
steps , test plans, trial plans . Covers all aspects of 
product: hardware, software, operating system, tools. 

* Detailed individual task assignments for the next two 
""lOths, each less than two weeks long and with full 
commit men t from ind ividuals inc Iud ing those in other 
groups. 

* Objectives for one year, each quarter, next month , next 
week. 

* Internal reference specifications diagrams in order. 

3. Sets and meets milestones; knows status and steps on project, 
carries through. 

4. 

* Tasks and milestones defined and updated weekly . 
repo r ts show regu lar milestone achieven~n t. 

Execution of product life cycle . 

* Has accurate data sheets . 

* Has accurate POR. 

* Has accurate ERS . 

* Has tria I criteria and t est plans. 

Evaluation Guidelines 
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5. Knows and supports people: goals, strengths, accomplishments; 
works at deve loping peop le; can rep lace themse lves; insures 
adequate training; group has clear idea of its 
responsibilities and how they are to be executed. 

* Has written individual development plan. 

* Has written individual t raining plan. 

* Individuals report that they know their tasks, know tbeir 
group plans, have a mentor, work in a supportive 
atmosphere. 

6. Solid on time performance evaluations, consistent with pay. 

* On time ECN and rev iews • 

7. Can delineate problems and i nflu ence solutions; has 
well-thought out reasons to back dec is ions; open minded and 
constructive in decision making; makes good decisions; solves 
problems; can evaluate and explain alternatives; i nfluences 
others. 

* At weekly staff meetings present problems, alternative 
solutions , risks, and recommendations. 

* In status reports pr esents problems, solutions 
considered, risks, corrective action taken. 

8. Knows the territory; keeps up with tbe industry and research 
activities .. 

* Working, hands-on knowledge of all major competit i ve 
products . 

* Personal, first hand knowledge of customers. 

9. Finds good people; attracts good people; affirmative ac tion ; 
new techniques introduced . 

* Above average statistics in college recruiting program. 

* Modifications i n troduced to college recruiting program . 

10. Communication with managers, peers, elllJ?loyees; makes tbings 
happen; follows through; influences otbers. 

* Initiates meetings with or gives presentations to 
Marketing, Product Support, other engineering groups, 
Documentation and Training. 
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11. Breadth of technical skills that covers all projects; new 
procedures introduced; visio n ; encourages inventive 
solutions; contributes to the evolution of tbe product 
development process. 

* Changes to the management guide, writing guide. 
In t rodue t ion of deve lop.Jen t proc edures for 8 reb itee ture. 
design reviews, coding. and testing. 

* Published papers, protocols, or standards. 
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3.10. SECTION MANAGER RESPORSIBILITIES 

1. Make sure projects fit together in a well though out way. 

2. Develop your people to see t he larger view. 

3. Have a solid , broad view of a major part of our strategy; be 
constantly . proposing where we should be going next and the 
best way for getting there. 

4. Keep looking at ways to make this a better place to work. 

S. Delegate as muc h as you possibly can in a respons ib Ie 
fashion . 

6. Try to get as much free time as possible. 

7. Be visible and ava i lab Ie • 

8 . Work closely with other managers . 
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3.11. SECTION lIAlU.GER PRRFORIUJICR CRITERIA 

10% Competitive Knowledge 

Awareness of who the competitors are, the price and 
features of the products, and why the customers buy them. 
The strengths and weaknesses of the products and the 
future direct ion of those products. 

10% Strategies 

The development of the short-term and long-term product 
directions and why those directions are chosen. The set 
of customer problems to be solved, and who the customers 
are for those products; the product timing and + 
staffing. Unique opportunities, difficulties, 
dependencies required for the success of the strategy. 

10% Co-ordination with other Groups 

Explanation, negotiating, and reporting with others. 

50% Developing Project Managers 

Explaining and following the Product Life Cycle, 
coaching/counselling on people skills , scheduling, 
delegation, testing, quality, customer satisfaction, and 
overall responsibilities. Actively participating in the 
overall product process, reviews, belping be a role 
model. Teaching Group Managers how to make the 
transition from MTS to GM . 

10% Improving Management Techniques 

Adhering to good management practice and developing new 
methods to improve the managen~nt of people and projects . 

10% Other 

The end less set of task forces, new ideas, 
recruiting and listening, tha t each manager 
make things successful. 

Evaluation Guidelines 
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3.12. SECTION HABAGER PERFORllAJlCE CRITERIA GUlDELIIlES 
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Section ftanagar 

ll1eccaptab la Accaptab la Good Very Good ~ceptiDn8l 

Competitive knowledge lack Df Interest Sollte prodding With ease Becomes cheLLenge Originates 

Stnteg 188 IMMlld1ate Short Range LDnger Ranga Sets Long Range Purposeful Planning 

Co-ordination COIIP L ianca Satisfaction Motivation Tea. CoMit.ltent VaLue Commit.ant 

Personal DeveLopment low Rarely When Interested l!obituolly Discovers Challenges 

M8nag8~ent Techn1que8 Authority Materiel Rewerds Support Integration Signal Giver Integration 

Other Rejects With COercion Accepts As Purposeful Oaes Independently 



3. 13. LAB KABAGKR RESPOHSIBILITIES 

1. Making sure we find top-notch people for our growing 
organization by : 

Taking an active part in the co llege recrui t ing process 
lnsur ing t he t the ent ire lab fee Is a c omm it men t to mak ing 
the recruiting process work 

2. Developing project and sect i on managers by involving them in: 
Targeting and expense reviews 
Strategy development and product development techniques 
People development processes 

3. Participating in Division R&D strategy and developing 
detailed lab strategies . 

4. Developing your successor 
5. Nurturing an atmosphere of innovation, curiosity , concern and 

productivity 
6. Being viaible and approachable to the Lab 
7. Developing a partnership with Marketing and Manufacturing so 

that everyone can contribute to producing great products . 
8 . Keeping peop le informed of t heir own progress through timely 

forma 1 and in forma 1 eva l uat ions . 
9. Maintaining hon est and open communica t ions thr oughou t the 

Lab. Making sure that everyone knows where the Lab is going . 
10 . Making a special effort to see tbat you r mansgers get tbe 

formal training they need . 
11 . Helping your people experience su c cess by making sure 

products are introduced to the market in a timely fashion . 
Creeping elegance keeps people from ellperiencing success . 

12. Providing encouragement to your people and putting them in 
situations where they can he recognized for their 
contribut ions . 

13. Doing all you can to make the Lab a p lace where peop Ie want 
to work . 

14. Learning from the Lab by listening intently to tbe people in 
the Lab , then providing the leadership that is needed. 
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3.14. SECRETARY PED'OIlHAlEE CRlTERlA 

20% Policies . Procedures and Organization 

Prepare and process standard forms 
Keeps office supplies in order 
Bas ic knowledge of po lic ies and procedures 
Hand l es time cards 

10% Mail and Correspondence 

Sort and distribute mail 

20% Transcription and Typing 

Type fin is hed copy 
Reproduce and distribute documents 

10% Appointments and Business Calendar 

Maintain calendar 
Ans"er te lepbone 
Greet vis itors 
Take messages 

10% Files 

Maintain files 
Establisb and purge files as directed 

10% Travel 

Make arrangements as directed 

20% Teamwork 

Helpful. covers for others 
Accepts "ork when others have overload 
Entbusiasm 
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3.15. SENIOR SKCRETAKI PI!Rl'ORHANCI! CIUTEIUA 

10% Policies, Procedures, & Organization 
Assist in organization and preparation of administrative 
reports, wo~king knowledge of company policy and 
pract ices 
Prepare personnel documents 
Operate bu siness machines and text editing systems 
Keep office supplies in order 
Handle time cards 
Check and process expense reports, invoices, and other 
for1!lS used within the section. 

10% Mail and Correspondence 
Route and distribute mail 
Prepare rep lies independent ly 
Mainta in follow-up system 
Reproduce and distribute documents 

20% Transcription and Typing 
Transcribe, edit, and proof 
Prepare charts and graphs 
Layout from oral instructions 

10% Appoint.lent. and Bus iness Contacts 
Schedule appointments without prior clearance 
Remind and inform pr inc ipa Is 
Answer telephone calls and handle if appropriate 
Greet Vis itors 

10% Meeting & Scheduling 
Arrange meetings 
Assemble background material 
If requested , attend and prepare minutes 

10% Files 
Organ ize files 
Maintain files 
Update notebooks and bulletin boards 

10% Travel 
Make arrangements and accommodations on own initiative 
Prepare necessary for1!lS 

20% Teamwork 
Helpful, can be interrupted, covers for others 
Seeks help when overloaded 
Accepts work when others are overloaded 
Works effectively in team assignments 
Enthusiasm 
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3.16. ADMlHISTRATlVE SECREtARY PERlORItAIICE CIUTERIA 

20% Policies, Procedures, and Organization 
Independently performs administrative assignments on an 
ong 0 ing bas is 
Thorough, specific knowledge of policy and procedures 
Assists in organization of form and record processing 
Maintain organization spending vs budget 
Assist in budget preparation 
Prepare personnel documents 
COlluflunicate with all levels of management to gather or 
convey information 

10% Mail and Correspondence 
Screen mai l and assemble data for reply 
Compose r eplies on own initiative 
Determine need for reply in princ ipal' s absence 
llaintain follow-up system 
Route and distribute mail 

20% Transcription and Typing 
Transcribe highly confidential documents 
Prepare statistical data from records 

10% Appointments and Business Contacts 
Make and refuse principals appointments on own initiative 
Screen visitors and phone calls 
Remind and inform pr iocipa ls 

10% Meeting Schedules 
Inform participants of topics 
Provide background materials 
Prepare detailed accounts of proceedings 

10% Files 
Set up, maintain, and revise filing systems 

10% Travel 
Make arrangements and accommodatioDs on own initiative 

20% Initiative and Leadership 
Makes things happen 
Tackles dif fic ult assignments 
Follows through 
Influences others 
Solves problems 
Ent hus iasm 
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APPBNDIX A. EVALUAnON FORKS 

1. Draft the review . 

* Use pencil. 

* Do not imply or attribute intention. E.g., he does not 
seem to be interested in work. 

* Do be factual and report observable events and outcomes. 

* 

* 

* 

E.g., he missed 10 of 30 teams meetings without giving 
prior warning. 

Do not use vague and ambiguous statements. E.g., he 
works hard and the quality of his work is high . 

Do give concrete examples for everything. E.g. , he 
completed the project two weeks early; the group praised 
the simplicity of his design at the code review. 

Do not use buzz words only understood by your group. 

* Do write in clear, understandable terms for unknown 
fu ture readers. 

* Focus on res pons ibilit ies and ou tcomes more than process. 

2. Review with supervisor. 

3. Review with employee. 

4. Have neatly typed by the department secretary . Make the 
personnel folders a professionsl product of which both you 
and the employee are proud . 
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APPEIIDIX A.2 . HIS PERFOIlllAllCE EVALUATION 

Name __________________________________________ __ 

Date of Evaluation ______________________________ ___ 

Date Evaluation Due ______________________________ __ 

Return for Next Evaluation ______________________ ___ 

Evaluating Supervisor ____________________________ __ 

Second Level Supervisor __________________________ __ 

Accomplishments and Progress Toward Object i ves 

* Specific accomplishments since last review 

* Progress toward personal objectives set in last review 
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Strengths and Weaknesses 

Performance Ratings : 

Except ional 
Very good 
Good 
Acceptab Ie 
Unacceptab Ie 

Consistently Far Exceeds Expectations 
Consistently Exceeds Expectations 
Me ets Expectations 
Usually Meets Expectations 
Is Below Mini.,al Acceptable Level 

1. 10% Technical Knowledge 

Knows CS fundamentals solid 
Keeps abreast of the relevant research 
Follows the industry & competition 
Knows ROLM systems 
A recognized expert; quick comprehension 

Exceptional Very Good Good Acceptab Ie 

2. 20% Judgment & Design 

Unacceptab Ie 

Can delineate problems & design relevant solutions 
Can balance theory & experiment features & timeliness 
Pragmatic, can identify what not to do 
Understands the user & cus tomer 
Open minded; objective analysis 
Designs stand without change 
Products reflect a qualit y design 
Sees the big picture 

Exceptional Very Good Good Acceptab le Unacceptab Ie 
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3. 15% Creativity and Innovation 

Inventive & effective techniques & solutions 
Fresh, unique viewpoints and ideas 
Ability to brainstorm 
Vision. ideas for ROLM's future success 

Exc ep tiona 1 Very Good Good Acceptable 

4. 10% Organization & Implementation 

Little supervision required 
Organized, planned approach 
Can set milestones & schedules 
Maintains design notes & documentation 
Reliable quality products 
Best performing products 
Maintainable & extensible products 
Keeps others posted as necessary 
Technical writing abilities 

Exceptional Very Good Good Acceptab Ie 

Eva lua t ion Forms 
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5. 20% Dependability 

Meets milestones--fulfills assignments 
Perseverance & carry through 
Can be relied on 
Versatile 

Exc ep tiona 1 Very Good Good Acceptab Ie 

6 . 10% Initiative 

Uoacceptab Ie 

Eager to ta c kle difficult assignme nts & tight 
schedu les 
Willingness to stretch 
Makes things happen 

Exc ep tiona 1 Ve r y Good 

Eva l uat ion Forms 
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7. 15% Teamwork 

Helpful; can be interrupted 
Identify with teams, ego-less 
Good inter-personal skills 
Good oral communications & presentations 
Contribution to others 
Works effectively w/ other projects & functional areSs 
Enthus iasm 

Exc ep tiona 1 Very Good Good Acceptable Unacceptab le 
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~" Deve lopmen t Plan 

Emp loyee ' s goals 
Discussion of areas needing strengthening 
Methods and means to improve 
Short term development actions 
Specific goals and objectives for next year 

I have read and discussed this evaluations with my manager 
and my signature merely attests to this fact. 

Employee's Signature Date 

(f I Optional Employee Comments 
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APPENDIX A" 3" GROUP MARAGER CRITERIA WOnSHEET 
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APPElIDlJ: A.4. GB.OUP KAHAGEB. PEIn'OJOlAlllCE EVALUAnON 

Name ______________________________________ _ 

Date of Evstuation ________________________ _ 

Dat e Evaluation Due ________________________ __ 

Return for Next Evaluation __________________ _ 

Evaluating Supervisor ______________________ __ 

Second Level Supervis or ____________________ __ 

Accomplishments and Progress Toward Object i ves 

* Specific accomplishments since last review 

* Progress t oward personal objectives set in last review 
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Strengths and Weaknesses 

Performance Ratings: 

Exceptional 
Very good 
Good 
Acceptab le 
Unacceptab le 

Consistently Far Exceeds Expectations 
Consistently Exceeds Expectations 
Meets Expectations 
Usually Meets Expectations 
Is Below Minimal Acceptable Level 

1. 15% Planning and Judgement 

Well laid out plans for current and future products 
Understanding lab goals and how group's goals fit 
Solid tools for coml1Ulnicating plans, oral & written 
Sees the big picture 
Can delineate problems and influence solutions 
Has well thought out reasons to back decisions 
Open minded, constructive in decision making 
Makes good dec is ions 

Except iona 1 Very Good Good Acceptab 1e 

2. 15% Organization & Dependability (Tactical) 

Sets and meets milestones 
Executes product life cycle 

Unacceptab le 

Knows status and next steps of projects & products 
Solid tools for communicating plans, oral and written 
Carries through 

Exceptional Very Good Good Acceptable Unacceptable 
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3. 20% People Skills People Development & Communication 

Communicstion with managers, peers, employees 
Contagious enthusiasm 
Proficiency at resolving personnel problems 
Supports people: goals, strengths, accomplish.,ent. 
Solid on time performance evaluations consistent with 
pay 
Works at developing his/her people 
Affirmative action 
Can replace themselves 
Insures adequate training 
Group knows its responsibilities and execution 

Exc ep tiona 1 Very Good Good 

4. 10% Recruiting & Hiring 

Finds & attracts good people 
Attracts good people 
Affirmative Action 
New techniques introduced 

Excep tiona 1 Very Good Good 

Eva luat ion Forms 
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5. 15% Technical Skills 

Knows the territory 
Understands the implementation of his/her projects 
Can evaluate and explain alternatives 
Breadth of technical skills cover all projects 
Keeps up with the industry and research activity 

Exceptional Ver y Good Good Acceptab le 

6 . 10% Innovation & Creativity 

New techniques & procedures introduced 
Vision 
Encourages inventive solutions 
Helps evolve the product development process 

Exceptional Very Good Good Acceptab le 
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7. 15% Initiative & Leadership 

Makes tbing. happen 
Tackle. difficult assignments 
Follows through/perseverance 
Influences otbers 
Solves Problems 
Solid tools for communicating plans, oral and written 
Carries through 

Exceptional Very Good Good Acceptable Unacceptable 
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8. Development Plan 

Employee's goals 
Discussion of areas needing strengthening 
Methods and means to improve 
Short term development actions 
Specific goals and objectives for next year 

I have read and discussed this evaluations with my 
manager and my signature merely attests to this fact. 

Employee's Signature 

9. Optional Employee Comments 

, 
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APPENDIX A.5. SATARY REVIEW DATA 

Name ____________________________________________ ___ 

Date __________________________________________ __ 

Current Salary' __________________________________ ___ 

Proposed New Salary ______________________________ __ 

Amount of Increase ________________ . ______________ ___ 

Percentage Increase' ______________________________ __ 

Divis i on Stacking Percentile' ____________________ ___ 

Years at ROLM __________________________________ __ 

Years Relevant Experience, ________________________ __ 

Amount of last increase __________________________ __ 

Date of Last Inc rease ____________________________ __ 

Coounents: 
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LEVELING AT ROLM 

Oclober 1981 



WHAT LEVELING MEANS AT ROLM 

As Ipplied 10 inlerpersonal relalionships. Ihe definition of "Ievelin," iJ widely Iccepled as meaning 
"open. honesl. and candid communications." A less formal definition of Ievelin, would be " lellina illike it 
is:' or "layin. it on the line." 

Al ROLM. Ibe lerm levelina has more specific applications. It means an hODesl Ij)praisal of the 
condilions of employmenl wilh respect 10 employees. It means I frank presenlltion of whal iJ expected of 
employees. Ibe resulu demanded. and Ib~ rft/arcls 10 be anticipaled. 

Levelina means bein. hODesl with employees aboUI Ibeir performance. func:tion •• oals •• ood poinu 
and bid. wbere they are aoina. wbat Ibey CIJl expecl. wbal Ibey CIJl do with Ibeir capabilities, whal they 
should do 10 improve these caplbilities . It means makin, sure employees are iD lune wilb their abilities, 
wenaths. and weaknesses . It means alvina employees SUPPO", improvin, their performance. Levelina 
iDcludes constrUctive aiticiJm. 

AI ROLM, levelin, means muiD, all information known 10 employees. It means review in, company 
developmmenu in li,hl of their impact on employees. 

Levelina II ROLM has also been defined as .enina al the truth as 11 is ~,"ivrd. LeveliD, does nOI 
DecesSarily mean some ltiod of Dcaotialed aareement. althouJll WI may raull from the levelin, process. 
LeveliD" or .eniDall Ibe trulb. iJ Ibe achieviD, of Ibe bal and mosl effective ltind of communications. This 
may mean aareeiDa 10 disaaree, which is all riJilI sO 10Da as Ibe worltiDa relationship iJ DOl affected. 

FiDaUy.levelina means preparation. An effective levelinl session requires 1101 oflbou,hl . lD order 10 
be honesl with employees. in order 10 say Ibe riJilI lhin,. it iJ sometimes necessary 10 plan and rehearse a 
"scenario" before the actual event . This iJ bard 10 do. especially iD Ibe case of a ."problem" employee. 

Good levelin, is nOI easy 10 do weU . BUI II ROLM. il is part of lIWIIJeriaJ responsibility. 
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ROW DO YOU START THE LEVELING PROCESS? 

GeDeral LeveUD& 

There is no on. " Iood" procedure for staninl the le'elinl process. E.ery manaler must exercise his or 
ber OWI1 style, takinl into eonsideration the II&ture of the problelll, iu lel1J!h. whether inh.rited or not, the 
persoD&!iIY of llIe employee. and llIe deplh 10 which Lbe _Icr understands Lbe faeu behind llIe problem. 

Most ROLM manalcrs wowd insist. however. Wt the levelinl process is an on-Ioinl affair and it iI 
bolll posili'e and n .. alive . It is just as importanl in effccli.e leveJinllo praise when pr';se is due as It is 10 
reprimand wben WI is due. Wben you we llIe positive and oeptive Ipproach. you are openinl Ih. daily 
channels of ~mmunieation . You are ereatina III environmenl of 1rIU1. The employees .:ome 10 relUe that 
levelina is nOI just a one-time tbinl willi you. And llIey know WI wben somethinl " bia" eomes alon&, you 
are llIe SIDle str.;,hlforward person you have been on I daily basis . 

If somelhina hlPpens , lood or bad, Wt deserves " kvelina, " llIe process should take place 
immediately Ifler llIe event. Ideally, levelin, should be I serie, of eonsllJlt, sbon meetinas, eonwnina no 
surprises for the employee . 

This means llIal le .. lin, doesn'l hive 10 be I formal IrTiDlemenl; It sbould be implicit in the process 
of developin, • proper manl,er / employee relalionship. Spccifieally , trouble spou should be identified and 
broulht to llIe luention of the employees. What this means is Lbat I formal review, which is som.thini 
prescribed by llIe eomplDy, should ha.e DO IIIrprises . Pre-review experience sbould bave prepl red the 
employee for what is formalized in llIe review iuelf. 

In ~nductina llIe levelin, process on a daily basis; it i.s important llIat the lIIidelines llIat hi .. been 
established for performance, or the ac:compJishment of objectives, be adhered to. Naturally, llIe employee, 
should have been aware of tbe JUidelines all alonl. 

In some instances , It is possible to initiate llIe leveUnl process with llIe ac:ceptance of llIe employee as 
llIe architect of his or her own career at ROLM . The ,oals of the job c:an be set down. The methods to 
Ic:complish the job can be deUneated . The employee knows what is Cltpected, and that he or sbe has 
panicipated in the overall aame pian for the job. 

After llIat Ihere comes Ihe manalerialtask of moDilorinllll. employee, of seeinl Lbat the job is beini 
done, of helpinl , of eorrectina , of tellin, llIe ,ood and the bad about llIe performance observed . 

Tbe Formal Review 

When a formal levelin, session (i.e., review) is .c:heduled, llIell'oundwork for it should have been I';d 
by the day-tCH!ay levelinl dacribcd above. 

-The employee should know what to Cltpect. There should be DO rurprisc:s. There is DO Deed to deliver I 

.'bwt. tf 

After llIe environment has been mad. eomfonablellId secure and you h •• e the rmployee's auention , 
bcJin willi your perr:tprion of llIe subject mauer under discussion (if you ha"e ehosen llIe "I percei"." 
teehnique). Use faeu . Proceed slowly with 101&1 eudor . After you blve laid out the issue, Ji"e the employee 
the opponunity 10 praenl llIe other side of the issue iD the same environment. Listen carefully. Don 't 
ilnerru pt . 

You should have all the faeu on hand . You showd malte the meetinllotaUy privlle in I privale office . 
Thcre sbould be I minimwn of interruptions . Tbe person showd be told thaI he / she is ,oin, to ,n your fu U 
attention and IlIII you arc ,oin, to be bonal . It u also importanl to assurellle person llIat what is said will ao 
DO farther; no ODe else will know whal u said, DOt even your own supervisor . 
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THE USE Of TACT 

L~eling is spe.aking Ibe trulh . BUI Ibe trulh musl be made palatable. It musl be leavened, navored, 
made acxeplable 10 the person. Trulb in I~eling is importanl, bUI it cannol be presenled in such a manner as 
to destroy a person's elO and feelings. The broadside approac:b is nOI effective. The person takes ~mbra&e, 
ri,hlfuUy, and in aU probability doesn ' t bear the teal meanin, of the _Ie yo~ are Ir)'inl t01el across. In 
this case, Ibe manaaer bu closed the communi.catiODJ cbaDnel, which is euctly the opposite of whal leveUn, 
leeks to achi~e. 

"Tactful" Words 

In letting al Ibe trulb for effective Ievelinl, the proper lCIection of worlb is importanl . Words like 
"you mi,hl cODJider this" or "this mi,hI be a problem," are helpful. "We bave a problem" ls also a lood 
approach. 

This shows employees thaI Ibe manager ls on their side. It is proof Ibe manager is ready to 
communicale and it opens the channels for constructive communications. How~er, one of the mosl 
importanl faUo~u from Ibe "we have a problem" orieDtation ls thaI it aUows employees 10 know Ibal Ihe 
manager ls ready 10 concede thaI be/ abe miahl be wrona; thaI, maybe, Ills themanaler wbo bu the problem, 
DOl the employee. 

Another effective openinc TmW'k ls an "offer to help" employees. This ls a corutructive approach 
thaI takes, time, effon, and a Ultle soul IC&tchin,. M&D&Ien have to be bonesl, and also 10 have thou ChI Ibe 
mailer through, comina up with optioru to be prescDled . They musl prepare thenuelves, of len writing down 
and loinl over whal they inlend to say and ~e1opinl sullestions as 10 bow 10 help tbe employees. In usina 
this technique it ls importanl to always keep in mind the happiness and weU·being of the employees . This 
belps when managers are trying to lolve a problem or presenl optioru. Maybe a manaaer wiU bave 10 ask 
employees (bad or D1&riPnai so far as performance is concerned) whether they reaDy want 10 do the kind of 
work usllned . Whelbtr they would be beller off doin, somethina else. More of len than nOl, employees have 
coruidered the same q~estion, and arrived at the same conclusion. 

CAN YOU LEVEL WITH ALL PEOPLE1 

ROLM beU~es thaI aU employees should and can be leveled with. How~er, the approaches taken in 
leveUng muSI vary. People are different, and the leveUn, process must be malched to people and 10 Ihe 
circumstances of their jobs. Their reactioDJ wiIJ cliffer; _Iers mUSI anticipale this. 

Managers musl know theauelves and must know the people they are cIcaliD, with. In some cases • 
concise presentation of bard facu will do the job; in other cases a more roundaboul approach ls in order. 

It Is of len DeOtSsary to reduce the Ievtlina process to fundamentals . AD example would be 10 remind 
dlsJfUntled employees the basic reuon we are workin, for ROLM. All employees are worltin, 10 make a 
IiviDa. There are certain job requlremenu they must perform. By meetin& these requiremenu and performing, 
ItOLM, the ultimate "manalor," is able to make a protil , lfOW , etc. , and pay the employees for workin,. 

BUI DO mailer whal approac:b ls wed, It mUSI be empbuiud that DOt aU people can be satisfied 
tbrouah leveUn,. Remember that whal you are doina tbrouah the Ievtlina process is nOI salviDl a problem in 
the absolule sense, thalls, in the _ thaI the problem will 10 away for~er. Levtlina consisu of c1iscussinll 
optiODJ with the person . 

3 



THE "I PERCEIVE TECHNIQUE" 

Many ROLM managen usc the ") perceive" lechnique 10 conduct tile leveUna pr6c:ess . With th is 
method you must let Ihe penon kno ... tIIat what you are about 10 say is a /Hnonal perception. )DDther words, 
you teU tile person this is ho,., be or she is comiDa across 10 you. However, in wina this approach , it is 
important Dot 10 make Ihe mistake of addina, "This is toOw ) see you, but of coune ) could be wrona. " This 
defensive position weakens tile very point you are Uyinato malee, rwnely, tIIat what you arc about to say is 
indeed bow you vie ... the person. 

What you must be concerned witll is tIIlt you state your perceptiOD bonestly. NaturalJy, tIIere is always 
the possibility tIIat you are not perceivina as olh~n do. That is predsely why tile ConhriJht, honest, and open 
approach to l~eUna is tile most effective . Tbe levellna process is a two-way street. You mwt let the people 
beina leveled with kno,., how tIIey strike you . ThU paves tile way (or meanin,ful communication. It is 
imperative, therefore, tIIat you be completely honest in what you tIIink, and tIIen in what you say. Without 
honesty on your pan, tile ") perceive" metllod does Dot work . 

The ,rutest advantaae of the ") perceive" technique is thlt it doesn ' t matter wbetller or DOt th, 
manlltr is uriaht" or "wrona." The point is that, by wins the H) perceive" technique, the manaaer keeps, 
so far as pouible, emotion out of tile levetina process . Whether employees have a problem or are perteived as 
havina a problem (perbaps correctly) doesn't matter at this staae; people HUrti. tIIry have a problem and 
therefore tIIry are not as effective as tIIry could be. The /H~pl;OflS have to be overcome, riaht or wrona . By 
joinina forees with employees to overcome problrnu, tile manaaer bopefully suru the employees on the path 
of analyzina whetller tile perception is correct or DOt . Tbe manaler is lellina tile employees that, despite what 
they think, this is how others are perceivina tIIem . This Jives the employees an opponunity to stand blck and 
talte a look It themselves. Thry don ' t have to ra.IJy admit a wron., jwt aa:cpt the faa that thry are cominl 
across to others in a c:eru.in way. 

Once the employees have accepted this "image" tIIat is projected, thry c:an stan woruna on thanaina 
tile Imaae to another - without ~er havina to admit a wrona or naw. 

The need for the ") perceive" technique is lessened when IIWIIIm have acc:ess to faeu that prove their 
point. Wben bard documentation is available, it makes little seDJe to say "John (or Mary), my perception is 
that you are doina a bad job," ratller tIIan, "Joho (or Mary), the record sbows you are doina a bad job and 
here are the (aeu to back up tIIat Statement." 

If manaae .. have had the opponuniry to condua tile kvelin, process 00 a day·to-day basis, tile need 
Cor tile ") perceive" technique is also decreased . 

CAN LEVELING BAClCFIRE ON YOU? •• • 

Yes it can. IC employees want to make tile I .. elina proceu aIJ-out Iboutin& matches there is little you 
can do about it acept Iisteo - at Jca.st (or awhile. 

But durin, tile tirade make sure you are truly IIsI.II;n, . It is important 10 let !hroulh tile innammatory 
.. orob into ",hat is ra.lJy beiol said. You may lICVet ,et the opponunity apin . 

When it flltally becomes apparent that the confrontatioo is Ieadlnl nowhere. tIIere are several paths to 
talte. 

Ooe is to usc a very obvious "Iilent uealment." If you have presented tile (1C1S and the employ .. 
interrupu you, (all silent. And remain ailent. Make no attempt to respond to the baran",e. EvcntuaIJ)' , th. 
person will realize what is happenina and tone down. When this happens. Jive your perception of til. factS 
once apin . 
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Another alternative is to uk the employee to ,0 .way and think it over for • few days and then return. 
If, It subsequent meetinas there is no proaress, it miaht be advislble to call it quits alto,ether. There is only so 
much you can do in these cues. If people .... ill not calm down and listen to the fa.cu, they must be coruidered 
to have forfeited their riahts and benefits under the 1t0LM leveUna procedure. . 

Hawr-er, the best ..... y to prr-ent leYeliD, from backfiriDa is to eIi.mioate the causes. Deal fin! with the 
penon's feelinas , usina such worcb u "I'm sorry you're upset," If indeed the person is upset. Itecoanize the 
emotional upec! of the lr-eUn, procen and uy to haodIe it fIrSt. ThOD, calmly, pr....,t the fa.cu . If there is an 
emotional allra of the meetiDa, the ptCSCDtatiOD of fa.cu ICDcb to dissipate it. Not always, of course. 

A better wly to avoid emotionalism is throuah the OIl-'OID, .pproach to Ir-elin • . This ,DeS back to 
establi5hina, throu,h a prior aareement, what is expected of the employee. If you have foUowed the leveling 
process on I periodic buis, you have done a lot to take the emotioD Ollt of Ir-elina. YOII are prescntiDa facts 
to the employee: facts that relate to the .0Dd, U weU u the bad, and an difrlCUlt to deny . 

If auidelines are establi5hed, if they are known to employees, and if the DWI&,er is constantly and 
consistently Ipplyin, them to employees, there are few employees that cannOt anticipate, and a=pt, Deaat;ve 
levelin" and react with much less emotion than otherwise . 

• • • CAN IT BLOW UP IN YOUR FACE? 

Lcvelina can do th.t too. SpecificaUy, an employee, u a direct result ofthelr-dioa process, can walk 
off the job. Quit. OD the spot, or a few weeks later. 

Th~ an at least three ways to take this. 

(1) Tbe Posline View 

ODe wly is to a=pt the f.ct thlt leYelin, can have uopleuant resulu. This is a risk tIWI&,tn must 
take . A few people just cannot we criticism, DO maner bow taafuUy it is pracot.ed or how coosuuctive it 
miaht be. 

All /to_I rationalizatioD of such an eYeDt is that, If you have tried to establish a .0Dd relationship 
with the employee to SCI the scme for levelio, sessiolU, and if you have used experience with levelina alona 
with effective techniques, and if you I1iII can't brloa off COlUtnlctive iCYeliDa with the employee, then you 
must consider the employee immature and a difracult _,ement problem. 

Lcvelina consists of positive and DeptiV. dements, and CODStnIctive iCYeIin, is an attitude. If you have 
dODe your part in the equation, and, for whatever reason the employee is uoable or uowillioa to cooperate, it 
Is apparent that the environment is Dot to his/her 1IIiIioa, and Wshc mould be better off JcaviDa said 
environment. 

UDder the "a=ptance of the inevitable" attitude, _,m an justir.ed in belicviD, that, when I 
person quits, .fter • bona fide .ttempt to level, It will evClltuaUy prove to have been a positive act. for the 
person. for !tOlM. And for the manaaer. This is DOt to say that If a persoD quits after a bum rap It Is I ,ODd 
thin,. Then must have been the ~inI /It .oodj«il/t by the supervisor. But.ODd faith is DOt always IIIfficient . 

There an iDsWICCI (the reasoltiDa ,Des) where It is Impossible 10 achieve JcveUna . Maybe. supervisor 
cannot level wilh • partic:ular employee. Maybe !be employee is uocooperative and cannot or will DOt a=pt 
OptiOIU. In these cues it is better for the employee 10 move to another position wilhin the company, orlf thlt 
is infeasible, to moye out aU IDiether. When thls happetu, mess is removed from the individual and the 
orpnizatiOD(S). And the removal of excessive.1nU is alwlYs • postiv. thlna. 



(1) Tbe PenoDII FaUurr Vie .. ' 

If an employee quits as the result of IfVeUna, some ROLM manaaers feel they haye failed in the 
leveUna process . The), don ' t subscribe to the theory that I person's quillina is, in the final analysis, the best 
solution to a problem. They don't aaree that the quittin, "'LS iDevitable . They think this is a rationalization . A 
cop out. 

Al one ROLM mUl&lff put it: 

Tile reQSon 1 SIly Ihis is IMI 1 MY' _n, fIIId know, 'fUlnY ROLM ~opl. 
lIow.doin, ttlYlltnl jobs for III. Company wllo coliid MY, bHn wrilltn off 
tI lon, lim. a,o. Their qllillinl woliid MYt bHn a laD 10 ROLM. If my 
SIl~rvisor, ~al"S a,o, Md nOI laktn Iht rim, 10 Itv,1 wilh m" 1 wOlild 1101 

Mv. d.vtlo~d tIS lllav •. How,v", lilt /inl lim. Ihrolllll Ih, pfYXtSS it 
cam. clos. 10 bock/irinl - no all' had tv" lold m, 1 W/ZSII'I doi"l a ,ood 
job. 1 ftll likt quillin,. Tilt pOinl wtlS IIOIIMII was dOill, a b.ad job, bUI 
raliltr I could do btll,r alld 1 could ,row. Had I quil, bolll ROLM and J 
would hav, losl. My boss would hav. wrilltn m, of!. bul lie did" 'c. Had I 
It/I il would hav. bt.n btcaus. of my immallirilY, bUI man Importantly, 
my boss wOlild hav. failed al successfull,v,lill,. 

(3) Tbe AcceptaDce of Reali!) 

llnder this approach manaaers use tbe levelina prouss to Jay out the future of an employe< ",ho 
threal. ,:. to quit LS a mull of levelina . 

Example : 

An employee is doina a bad job but has a .0Dd attitude. In another position the employee miahl 
succeed . In tlUs case the manaaer can tell the person that the job performance is bad but that the manaitT will 
SUPPO" the employee's tryina to .et another position within ROLM . 

Where the employee's job performance is bad, and where the attitude is also bad, Ihe manaier can tell 
the employee that he / she is free to find another position within ROLM but tha t the manlaer' s suppon ",ill 
Dot be there. 
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LEVELING AT ROLM IS A TWO-WAY STREET 

EssentiaUy, levelina consists of askina a lot of questions - and lettina answers to the questions . We 
have mentioned open, honest c.ommllniation. II lakes two to communicate. 

l.eYelinl "'ork5 both ways. Manaler, need the feedback of employees iD order to pther ·tllI the fact' . 
In order to make objective decisions, tbey must bave the input of employees. And employees should be told of 
the need for their input and feedback . 

ROW TO BRING EMPLOYEES INTO THE LEVELING PROCESS 

If leveliD, is a two-way street at ROLM, and If, as a manaler, you need open communications with 
your employees to brine about effective levelina, how do you 10 about ,ettina their cooperation? 

There are a number of ways. 

One is by usina patience . Often it takes time to prove you are truly levelina. But if you are, rrllly Drt , 

the mnsaae will ,et across. 10 this cOMcction, it Is important to crea~ an environment that is conducivt to 
thelevelin& procedure. Use a private office, look at the penon, cut off aU phone calls, don ' t aUow anyone to 
interrupt . Focus your full anention on the maner at hand. Thne skills and techniques ,0 far in convincina the 
penon bein, leveled with that you are iDdeed serious about the process . 

Another way is by "readin," an employee . This is possible only if there has been daily contact with the 
penOD, and you have observed attitudes, SpokeD to the penon often, ,onen to know him or her very well. 

A third method of brinJiO& employees into the levelina process is to use third parties . 10 turn, this 
practice can be used two ways. 

In one, the third party can be used as an eumple of how you vie.., an employee. This Jives the person 
beina leveled with and you a COmDlon basis for understandin, . For eumple, if you describe a third pany, or 
even youndf, as havin, a shoncomin& common with the penon you're tr)'ina to deal with, then that person 
doesD't seem to take the criticism so penonaUy. Third parties of course, can be asked to belp penulde the 
reluctant employee to level with you, or they can be asked for their opinion of the employee in question . In 
both cases, the third parties sbould be made known to the employee and sbould be respected by the employee . 

Another way of "opeoioIUP" an employee iJ to ask for a self-evaluation. When this is done, you and 
the employee have developed another forum ·or platform for cIiaIo",e. When this platform iJ used , there are 
opponunities JiveD to you as manaler to offer constructive and posithe criticism. This process can be risky 
but up froDt it tells you wbether the penOD is in tuDe with the enviroDDlent or wbether the person is defensive . 

The recommendatioD and use of other IOIII'CCS will often belp establish communication between you, 
the mtD&&er, and your employees. By this iJ meant Employee Relations, Trainin&, other manalement luppon 
orpniz.ations, and hi&hly respected manqers. It Is mandatory that the employee know about, and .. ree to, 
the .. encies and people ae.lec:ted. 

Probably the best way to open, and keep open, communication between a mana,er and employees is to 
CDCOUtlIe employees to participate in settina departmeot and job loals. In this case, employees are usually 
anxious to cooperate in theleve1inl process . This bolds true even where there iJ a penonality conflict between 
the mana,er and an employee . If employees know what their jobs entail, and if they have had an opponunity 
to formulate the parameters of their jobs, they are mucb more likely to assist in the levelios process than 
otherwi>c . 
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CAS YOU PERFECT YOUR LE\'ELING CAPABlLmES' 

You probably can ' t perfect them , but you ceruinl), can improve them . This is ceruiniy true at ROLM, 
where levetina iSlhe accepled and desirable mode of operalion. At some other companies the rule is often to 
live witb an unpleasanl, nonproductive situation for political or other reasons . Here at ROLM you Ire 
CllCOurl.ed to brina thinas to I bead and resolve issues. Our way is much bealthier. 

The more experience you ,et, the beller " leveler" you will become. Oyer time your le_e1in, techniques 
will improye. You will become more adept at rcadin, personalities from your YanLl,e point of manlaer . You 
will Jl'adually nnd areas where you can meuure rather than jud,e. 

The principal benefit of experience will be a Jl'owill, self-confidence. Uyou hlye consistently mlde the 
ri,hl decisions reaardina employees , you will become more comfortable in conductina the leyetina proccs, in 
formal reviews and on a daily basis. You will find il alai easier to conduCllhe proce .. , you will be reasonably 
assured that what you do next will have I hiah probability of being correct . Howeyer, and this is important to 
take into consideration, you must, all alana , hive been ahi ne a lot of lhou,ht 10 what you were doin/! . 
Practice , mcccss! ul practice , will make your levetina as "perfect" as you can expect. 

This will be enouah for ROLM. 

Qt:OTES TO LEVEL BY 

It is appropriate to end our discussion of levetina at ROLM with quotations from current ROLM 
' cr "ee, s. These people are on the manaaerial line rilht DOW , They bave experienced the same leveting 
• , .,li · ms and opponunities as you, the new ROLM manaaer, supervisor, or lead . 

My principal d~a for Improwm.nl lies within myself. I ctl1tnOI ov.r· 
emphas;:r IMI .fJtcliv, Itv.ling with an .mploytt bt,ins with .!f.fliv. and 
IIonest lewlinl wllhin yourself, WII.n I bt,in "n 1"I.rvl.w with "n 
employtt, I should know jusl Wlldll ~iv. of Illis .mployer, tl1td I should 
1uIv. Ih. words in mind I Wllnl 10 lIS. 10 tUscribt my ~~p';ons. In 
"dd;lion, IlItv.r WDnl 10 IlSk lin .mploytt 10 ~rform, ellan,., modiJy, or 
d.I.,. an IIClion or IIl1ilude I would nOI in tilt SlIm. ~rcelVfd S;I""/;on. If I 
don'l proj.cl IIIis, I Nnnol le .. 1 wilh ,II. employtt, "nd III • • mploy" 
would find it wry difficull 10 1tv.1 wilh m • . 

• • • • 
The", is 110 0'" .... y 10 1tv.1. NO.1 "",y, No II:hool book "pprollch, Good 
Wvelinl comes ,IIrolllh friIll "nd ~r, -' .... ys I4killl 11110 «COUIII III, 
~rsoMIiI;es "nd cirrtlmsla"C'tS illvo/wd. TIlt _III obj«tiw of W .. linl is 
'0 do il. Do" 'I clost your.yes 10 II SI'UIII;O" IMI collld bt improv.d Ihrolllh 
1n.1i"" eve" 1110111" ,II. 1n'''''1 mllY bt 10m.wMI PIlirtflil '0 ,lias, 
co,,«rn.d. 
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'* '* '* '* 
Communicalion is Ih. o/Nraliv. word. T_II /Nopl. whal Ih. objtelivu of 
Ih. 0'lani:J>lion an; I_I Intm kllow WMI is ,oin, on; 1.11 Ih.m of lhe 
SIICCUSU and failuns; i'l!orm Intm of Int ,ood Ihill,s GIld Ih. bad Ihin,s 
-co",municale. III IIdditlon, Iffllb 1111 opell co",,,,II,,,enl 10 

com",unicalions. Hold sttiff _lillIS, conduct IIlIWYS 10 delermine II 
co",,,,ullicalions an wanlln,. Filrlllly, build 1111 ellviroll",enl of trusl by 
de/e,alin, i",ponanl lasks 10 othtn, ~n tllose lasks lloal ",ay Milt /1«11 
''lUll'' to you alld wloiclo you would lib 10 k«p. AloII, willo lilt de/.,alion, 
,iv. reco,nition. All of this /lJcUitales tnt ""elill, procGS .... _Ie al 
ROLM. 

'* '* '* '* 
L .... elin, is lin on-,oin, nl4lionsloip 11141 fRquires tacl lind II conslant 
IJdh"en~ 10 principlu lloal will btne/il lloe .",ploy«. In conduclin, Ih. 
w-".lin, process, ",ana,.n sloould Slriv. 10 bt spolllan.ous and ,I .. 110. 
IIP/Naran~ of nOl u/Nndill, a 101of "MtceSSIlry en",y. Ho..".." I'm 
collvinced lloat Ihe only way to Ilmllt Illlllis ctlpllbilily is 10 Milt S/NIII ",uch 
tim. in pnpllflllioll. It _IllS to bt II _1/" of kilo win, yourull IIlId Ihe" 
kllowin, your ",opl • . 

'* '* '* '* 
Finl, I wonllo SIfrSS 11141 III. _l1li,,, ",WI bt Ioonesl willo Itl", or IItn./f. 
This quulioll "'WI Illways bt aslctd in pnpllrin, 10 ,,"d.rtale. III. I ..... ling 
process, "Whal is lilt /Nnon dolll, vis..,,-vis lilt job?" Tilt queslion should 
n .... " bt, "Whal is III. /Nnon doin, 10 ",t, lit. ",ana,,,?" Stcolld, I'd lik. 
10 Slress lloal "".Iin, _Ices _1III,.n (//ici.nt. Good ir.Itlin, nmovu 
.Iress 11141 CIlII Ildv.ntly tiff tel produclion. Pul allolntr way, II _na,tn 
_nl 10 bt ,ood, tnty sIIouid .... tnt ir.Itlill, procas -II only for tntir own 
SllIe • . 

'* '* '* '* 
Don 'I bt tif'llid 10 _lee friellds, I _" _I fri.nds, wilh your .",ployeu. 
BUI/inl bt SIIn you Mvt Int ",Iol/Nnolllllily 10 MIIdI. IIlcll nlQlionships. 
So",e /Noplt, /Ilm 1101 OM of litem, ctlll bt co"'pro",ised by ",lIkill, fri.nds 
of e",ployeu. £mplo)'ftS btlill IlIki"l IIIIVllnIQ,' of Int",. This Ms lIev., 
IuzP/Nlltd 10 ", •. 

'* '* '* '* 
Ltwlill,lIlId Itolltsly lin .II,.IIdtrtd in 11 work tllviron",.111 baud Olllrusl. 
Tiwy lin 1101 lUsinlbl. obj«tl_ 11141 alII bt IICltWvtd ollt,"i,III. TIley IQk. 
t/~ 10 bU'ltoll IIIId ",USI IVVtr bt CONId.rtd oM-ti",e tiffQin. JUSI as Q 
worle /Nrfomulllct rtvw-.. sltould 1101 bt 1111 IIIIIIUlJltlltlll, bul ""it., 1111 on
,oin" dIty-lo-dllY mlllionsltip, so .Itould tnt work tllviroll""111 bt a 
consUltlll IltfRIld of IffutUIJI lrusl. 
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'* '* '* '* 
L",*ling u v*ry d./>*nd.nl on I*lIlnl yourulf in />*rs/>*cllv., 1.lllng your 
,roup in />*rs/>*cliv., lind Ih*n conducling II "","~ndin, inlrosp«I(vt 
process. Ewry ""'''Ill*r lhinks MlsM u ,ood lind IMI hul Mr ,roup u Iht 
besl. Thu u nOI ,,«GSllrily 1M tos*. You mUSllltXrpl IMI tIS II pnmu*. 

'* '* '* '* 
I MIi",* Ihtn u no ,;",1* besl MIlly 10 ""'IUII*. You Ntv. 10 Mfkxiblt. You 
CQn 't cofU;d~, lDllmlj II "Mrdboil~d" 1fUl""I~r or II .. t,kmocrlltic" 
"'lInal*r, or IIny kind oj II v.noly/>* ""'MI*r. You "'USI IIdjUSI 101M 
individuals lind Iht tnvironm*nl in whith you find you_If lind M Ih* kind 
oj mllnlll" you lhink Is IIpproprilll*. On 1M DIMr Mnd, implitil in 
([J.clivt 1~/i"g Ilrt Clrrain bosir principltS. 11oes.lnclud* SillClrilY, II bosir 
r"eS/>*CI Jor ptopl*, lI11d Iht tnlliion oj lin .IIvironm*nt oj lrusl. 

'* '* ,. '* 
lAwlilll is II wry stroll, 1001 Jor buUdlnl conjld.nCl in yours*1f IIboul 
yours*1f lind in YOllr emploYltS llboul '''*tn#I_ lind llboul you. Lnelinl 
elln provilk II" " .. ironmtnl w",,* 1M lIir is eltllr lind wMrt nalily clln bt 
separaltd from mYlh. Ln.linl nqvirtS COUrll,t, fUlS, If YOIl will. /1 is nof 
ftlSJI 10 faa ullcomjortablt mUllliollS. SiIUlUiollS IMI you kIIow .. ill M 
UllpltllSllnt Jor yourstlf and Jor Iht ptT10ll. 

,. '* '* '* 
II is imponanl 10 rrm*mMr Ihal, ~II ill 1M besl oj ciratmstallCtS, lI11d 
.vtn wilh 1M besl oj *mploYlls, il is nOllllwllYs possibl* Jor II "'lInll,t' 10 
M lik.d. Ho""".r. II Is importlllli Jor ",* _MIlT 10 M resp«ltd. T1Us 
rtSptCI am M *lIrn*d IhroUlh Ww/inl. £ff«t/w mlinl is ,ood nOI only 
Jor Iht employtt, il U ,ood Jor Iht ""'M,tr. MII"III'rs who can l.v.1 
([Jtcliw/y wllh .mploy~ IIrt mon eJflc;.III mllnll,*rs In Iht /0111 run . 

• 
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LEVELING AT ROLM 
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WHAT LEVELING MEANS AT ROLM 

As applied to interpersonal relationships. the definition of "leveling" is widely accepted as meaning 
"open. honest. and candid communications ." A less formal definition of leveling would be "telling it like it 
is, H or "laying it on tht line." 

At ROLM. the term leveling has more specific applications. 1\ means an honest appraisal of the 
conditions of employment with respect to employees. 1\ means a franlc presentation of what is expected of 
employees, the results demanded, and thl! rewards to be anticipated. 

Leveling means being honest with employees about their performance. function, goals, aood points 
and bad. whe .. they are going. what they can expect, what they can do with tbeir capabilities, what they 
should do to improve these capabilities. It means makina sure employees are in tune with their abilities, 
strengths. and weaknesses . 1\ means aivins employees SUppO". improvinl tbeir performance. Leveling 
includes constructive criticism . 

At ROLM, leveling mean, making all information known to employees . 1\ means reviewing company 
developmments in light of their impact on employees. 

Leveling at ROLM has also been derIDed as getting at the truth as it is perceived. Leveling does not 
necessarily mean some kind of negotiated agreement. although that may result from the leveling process. 
Levelina. or genina at the truth. is the achieving of the best and most effeaive kind of communications. This 
may mean agreeing to disagree, whicb is all riabt so lona as the working relationship is not affected. 

Finally. leveling means preparation . An effective leveling session requires a lot of thought. In order to 
be honest with employees. in order to say the right thini. it is sometimes necessary to plan and rehearse a 
"scenario" before the actual event. This is hard to do, especially in the case of a "problem" employee. 

Good leveling is not easy to do well . But at ROLM. it is part of managerial responsibility. 
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HOW DO YOU START THE LEVELING PROCESS? 

General Leveling 

There is no one "good" procedure for s!aning the leveling process. Every manager must exercise his or 
ber own style, taking into consideration the nature of the problem, its length, whether inherited or not, the 
personality of the employee, and the depth to which the manager understands the faeu behind the problem . 

Most ROLM managers would insist, however, that the levelina process is an on-going affair and it is 
both positive and negative. It is just as imponant in effective leveling to praise when praise is due as it is to 
reprimand when that is due. When you use the positive and negative approach, you are opening the daily 
channels of communication. You are creating an environment of trust. The employees come to relize that 
leveling is not just a one-time thing with you. And they know that when something "big" comes along, you 
are the same straightforward person you have been on a daily basis . 

If something happens, good or bad, that deserves "leveling," the process should take place 
immediately after the event. Ideally, leveling should be a series of constant, short meetings, containing no 
surprises for the employee. 

This means that leveling doesn't have to be a formal arrangement ; it sbould be implicit in the process 
of developing a proper manager/ employee relationship. Specifically, trouble spots should be identified and 
brought to tbe attention of the employees. What this means is that a formal review, which is something 
prescribed by the company, sbould have no surprises. Pre-review experience should bave prepared the 
employee for wbat is formalized in the review itself. 

In conducting the leveling process on a daily basis ,' it is imponant that the guidelines that have been 
established for performance, or the accomplishment of objectives, be adhered to. Naturally , the employees 
should have been aware of the guidelines all along. 

In some instances, it is possible to initiate the leveling process with the acceptance of the employee as 
the architect of bis or her own career at ROLM. The goals of the job can be set down. The methods to 
accomplish the job can be delineated . The employee knows what is expected, and that he or she has 
panicipated in the overall game plan for the job. 

After that there comes the managerial task of monitoring the employee, of seeing that the job is being 
done, of helping , of correcting, of telling the good and the bad about the performance observed . 

Tbe Formal Review 

When a forrnalleveling session (i.e., review) is scheduled, thelP'oundwork for it should have been laid 
by the day-to-daY leveling described above. 

-The employee should know what to expect. There should be no surprises. There is no need to deliver a 
"blast. " 

After the environment has been made comfonable and secure and you have the employee's attention, 
bepn with your ~rr:tplion of the subject matter under discussion (if you have chosen the "I perceive" 
technique). Use facts. Proceed slowly with total candor. After you have laid out the issue, aive the employee 
the opponunity to present the other side of the issue in the same environment. Listen carefully. Don't 
interrupt. 

You should have all the faeu on hand. You should make the meeting totally private in a private office . 
There should be a minimum of interruptions . The person should be told that he/ she is ,oing to let your full 
attention and that you are going to be honest. It is also imponant to assure the person that what is said will go 
no farther; no one else will know what is said, not even your own supervisor. 
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THE USE OF TACT 

Leveling is speaking the truth . But the truth must be made palatllble . It must be leavened, navored , 
made acceptable to the person. Truth in leveling is imponant, but it cannot be presented in such a manner as 
to destroy a person's ego and feelinJlS. The broadside approach is not effective. The person takes umbrage, 
riahtfully, and in all probability doesn't hear the real meanina of the message you are trying to jet across . In 
this case, the manager has closed the communications channel, which is exactly the opposite of what leveling 
seeks to achieve. 

"Tactful" Words 

In letting at the truth for effective levelina, the proper selection of words is imponant. Words like 
"you might consider this" or "this might be a problem," are helpful. "We bave a problem" is also a good 
approach . 

This shows employees that the managor is on their side. It is proof the manager is ready to 
communicate and it opens the channels for constructive communications. However, One of tbe mOst 
imponant fallouts from the "we have a problem" orientation is that it allows employees to know that the 
manager is ready to concede that he/she might be wrona; that, maybe, it is the manager wbo has the problem, 
not the employee. 

Another effective opening remark is an "offer to help" employees. This is a constructive approach 
that takes, time, effon, and a little SDul searchin" Manoaers have to be honest, and also to have thought the 
matter through, coming up with options to be presented. They must prepare themselves, often writing down 
and going over what they intend to say and developin, suuestions as to how to help the employees. In using 
this technique it is irnponant to always keep in mind the happiness and well·being of the employees . This 
helps when managers are trying to solve a problem or present options. Maybe a manager wiU have to ask 
employees (bad or marginal so far as performance is concerned) whether they really want to do the kind of 
work assigned. Whether they would be bettor off doing something else. More often than not, employees have 
considored the same question, and arrived at the same conclusion. 

CAN YOU LEVEL WITH ALL PEOPLE1 

ROLM believes that aU employees should and can be leveled with. However, the approaches taken in 
leveling must vary. People are different, and the levelina process must be matched to people and to the 
circumstances of their jobs. Their reactions will differ; manaaers must anticipate this. 

Managers must know themselves and must lenow the people they are dealina with. In some cases a 
concise presentation of bard facts will do the job; in other cases a more roundabout approach is in order. 

It is often necessary to reduce the levelina process to fundamentals . An example would be to remind 
dis&TUntled employees the basic reason we are working for ROLM . AU employees are working to make a 
living. There are certain job requirements they must perform. By meetina these requirements and performing, 
ROLM, the ultimate "mana,er," is able to make a profit, arow, etc., and pay the employees for working. 

But no matter what approach is used, it must be empbasized that not aU people can be satisfied 
throuah leveling. Remember that what you are doing through the levelina process is not solving a problem in 
the absolute sense, that is, in the sense that the problem will ,0 away forever. Leveling consists of discussing 
options with the person . 

3 



THE "I PERCEIVE TECHNIQUE" 

Many ROLM managers use the ") perceive" technique to conduct the leveling process . With this 
method you must let the person know that what you are about to say is a pt~onQI perception. )n other words, 
you teU the person this is how he or she is coming across to you . However, in taking this approach, it is 
important not to make the mistake of adding, "This is how) see you, but of course ( could be wrong. " This 
defensive position weakens the very point you are trying to make , namely, that what you are about to say is 
indeed bow you view the person . 

What you must be concerned with is that you state your perception honestly. Naturally, there is always 
the possibility that you are not perceiving as olhe~ do . Tbat is precisely why the forthright, honest, and open 
approach to leveling is the most effective . The leveling process is a twt>way street. You must let the people 
being leveled with know how they strike you . This paves the way for meaningful communication . It is 
imperative, therefore, that you be completely honest in what you think, and then in what you say. Without 
honesty on your part , the uI perceive" method does not work . 

The greatest advantage of the "I perceive" technique is that it doesn 't matter whether or nOt the 
manager is "right" or "wrong." The point is that , by using the II] perceive" technique. the manager keeps. 
so far as possible , emotion out of the leveling process . Whether employees have a problem or are perceived as 
baving a problem (perhaps correctly) doesn't matter at this stale; people btli~t they have a problem and 
therefore they are not as effective as they could be. Tbe perceptions have to be overcome, right or wrong. By 
joining forces with employees to overcome problems, the manager bopefully starts the employees on the path 
of analyzing whether the perception is correct or not. Tbe manager is telling the employees that, despite what 
they think, this is how others are perceiving them. This gives the employees an opponunity to stand back and 
take a look at themselves. They don ' t have to really admit a wrong, just accept tbe fact that they are coming 
across to others in a cenain way. 

Once the employees have accepted this "image" that is projected, they can start working on changing 
the image to another - without ever having to admit a wrong or naw. 

The need for the " I perceive" technique is lessened when managers have access to facts that prove their 
point. Wben hard documentation is available, it makes little sense to say" John (or Mary), my perception is 
that you are doing a bad job ," rather than, "John (or Mary), the record sbows you are doing a bad job and 
here are tbe facts to back up that statement ." 

If managers have had the opponunity to conduct the leveling process on a day·to-day basis, the need 
for the "I perceive" technique is also decreased . 

CAN LEVELING BACXFIRE ON YOU? ••• 

Yes it can. If employees want to make the leveling process all-out shoutina matches there is little you 
can do about it except listen - at least for awhile. 

But during the tirade make sure you are truly lislenin, . It is imponant to aet through the inflammatory 
words into wbat is really being said . You may never ,et the opponunity again. 

When it fmail Y becomes apparent that the confrontation is lcadina nowhere, there are several paths to 
take. 

One is to use a very obvious "silent treatment." If you have presented the facts and the employee 
intet'11Jpts you , fall silent. And remain silent. Make no attempt to respond to the haraniUe . Eventually , the 
person will realize what is happening and tone down . When this happens. give your perception of the facts 
once again . 
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Anothor alternative is to ask the employee to go away and think it over for a feW'days and then return. 
If, at subsequent meetings there is no progress, it might be advisable to call it quits altogether. There is only so 
much you can do in these cases. If people will not calm down and listen 10 the facts, they must be considered 
to have forfeiled their rights and benefits under the ROLM leveling procedure. 

However, Ihe be$1 way 10 prevent leve\iDa from backflrln, is 10 eliminate the causes. Deal firsl wilh the 
person's f..,lings, using such words as "I'm sorry you're upsel," if indeed the person is upset. Recoanize the 
emolioDal aspect of Iheleveling process and try to handle il first. Then, calmly, presenl the facts. If there is an 
emotional aura of the meeting, the presentation of facts ~nds to dissipale it. Not always, of course. 

A beller way to avoid emotionalism is throuah the on-aoing approacb 10 leveling. This goes back to 
establishing, through a prior agreement, what is expected of the employee. If you have followed the leveling 
process on a periodic basis, you have done a lot to take the emotion OUI of leveling. You are presenling facts 
to the employee: facts thaI relate to Ihe ,ood, as well as the bad, and are difficult 10 deny. 

If guidetines are eslablished, if Ihey are known 10 employees, and if the managor is constantly and 
consistently applying them to employees, Ihere are few employees that cannot anticipale, and accept, negat ive 
leveting, and react with much less emotion than otborwise. 

__ . CAN IT BLOW UP IN YOUR FACE? 

Leveting can do thaI too . Specifically , an employ.." as a direct result or the leveling process, can walk 
off the job. Quit. On the spot, or a few weeks later. 

There are al least three ways 10 take Ihis. 

(1) The Positive Vie .. 

One way is 10 accepl the fact thaI leveling can have unpleasant results. This is a risk managers must 
take. A few people jusl cannol !alte criticism, no maner bow tactfuUy il is presented or how constructive it 
might be. 

An honest rationaJization of such an event is that, if you have tried to establish a good relationship 
with Ihe employee 10 set the scene for levetina sessions, and if you have used experience with leveting along 
with effective ~hniques, and if you still can'l bring off construclive leveling with the omployee, then you 
musl consider the employee immalure and a difficult manaaement problem. 

Leveling consists of positive and negative elements, and constructive leveling is an altilude. If you have 
done your pan in the equation, and, for whatever reason Ihe employee is unable or unwilling 10 cooperate, it 
is apparenl that the environment is not 10 his/ her suiting, and he/sbe should be bett.er off leaving said 
environment. 

Under the "acceptance of the inevitable" attilude, managers are justified in believing thaI, when a 
person quits, after 8 bona fide attempt 10 level, it wiU evenlually prove 10 have been a posilive aCI. For the 
person. For ROLM . And for the manager. This is nOlto say that if a person quits after a bum rap il is a good 
thing . There must have been the /nIt/ing in ,ood faith by the supervisor. BUlgood faith is not always sufficient . 

There are instances (the reasoning goes) where it is impossible to achieve leveting. Maybe a supervisor 
cannot level with a panicular employee . Maybe tbe employee is uncooperative and cannOI or will DOt accept 
options . In these cases it is beller for the employee to move to another position within the company, or if that 
is infeasible, 10 move ow a1llogether. When this happens, stress is removed from the individual and the 
oraanization(s). And the removal of excessive stress is always a pcntive thina. 
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(2) Tbe Personal Failure VI.", 

If an employee quits as the result of leveling, some ROLM managers feel they have failed in the 
leveling process. They don't subscribe to the theory that a person's quitting is, in the final analysis, the best 
solution to a problem, They don't agree that the quitting was inevitable. They think this is a rationalization . A 
cop out. 

A5 one ROLM manager put it: 

The reason I S4y this is that I Jurye seen, and know, many ROLM people 
now poing excellent jobs for the Company who could have been wrillen off 
a long time ago. Their quitting would have betn a loss to ROLM. If my 
supervisor, years ago, hod not token the time to level with me, [would not 
have developed as I have. However, the first time through the process it 
come close to backfiring - no one had ever told me I wasn't doing a good 
job. I felt like quilling. The point was not thot [ was doing a bad job, but 
rather I could do better and I could grow. Had I quit, both ROLM and I 
would have lost. My boss would have wrillen me off, but he didn't. Had I 
left it would hDve been because of my immaturity, but more importantly, 
my boss would hDve failed at successful leveling. 

(3) Tbe Acceptance of Reali!)' 

Under this approach managers use the leveling process to layout the future of an employee who 
threat""s to quit as a r .. ull of leveling. 

Example: 

An employee is doing a bad job but has a good attitude. In another position the employee might 
succeed . In this case the manager can tell the person that the job performance is bad but that the manager will 
support the employee's trying to get another position within ROLM. 

Where the employee's job performance is bad, and where the attitude is also bad, the manager can tell 
the employee that he/ she is fro< to find another position within ROLM but that the manager's support will 
Dot be there . 



LEVELING AT ROLM IS A TWO·WAY STREET 

Essentially, leveling consists of asking a lot of questions - and getting answers to the questions. We 
Itave mentioned open, honest c.ommunication. It takes two to communicate. 

Leveling works both ways. Managers need the feedback of employees in order to gather 'aI/ the facts. 
In order to make objective decisions, they must bave the input of employees. And employees should be told of 
the need for their input and feedback . 

HOW TO BRING EMPLOYEES INTO THE LEVELING PROCESS 

If leveling is a two-way street at ROLM, and if, as a manager, you need open communications with 
your employees to bring about effective leveling, how do you go about getting their cooperation? 

There are a number of ways. 

One is by using patience. Often it takes time to prove you are truly leveling. But if you are, trulyare, 
the message will get across. In this connection, it is important to create an environment that is conducive to 
the leveling procedure. Use a private office, look at the person, cut off all phone calls, don't allow anyone to 
interrupt. Focus your full attention on the matter at hand. Tltese skills and techniques go far in convincing the 
person being leveled with that you are indeed serious about the process. 

Another way is by "reading" an employee. This is possible only if there has been daily contact witb the 
person, and you have observed attitudes, spoken to the person often ; gotten to know him or ber very well. 

A third method of bringing employees intO the levelil\8 process is to use third parties. In turn, this 
practice can be used two ways. 

In one, the third party can be used as an example of how you view an employee. This gives the person 
being leveled with and you a common basis for understanding. For example, if you describe a third pany, or 
even yourself, as having a shortcoming common with the person you're trying to deal with, then that person 
docsn't seem to take the criticism so personally. Third parties of course, can be asked to help persuade the 
reluctant employee to level with you, or they can be asked for their opinion of the employee in question. In 
both cases , the third parties should be made known to the employee and should be respected by the employee. 

Another way of "opening up" an employee is to ask for a self-evaluation. When this is done, you and 
the employee have developed another forum ·or platform for dialogue. When this platform is used, there are 
opportunities given to you as manager to offer constructive and positive criticism. This process can be risky 
but up front it tells you whether the person is in tune with the environment or whether the person is defensive. 

The recommendation and use of other sources will often help establish communication between you, 
the m..,ager, and your employees . By this is meant Employee Relations, Training, other management support 
organizations, and highly respected managers. It is mandatory that the employee know about, and agree to, 
the agencies and people selected. 

Probably the best way to open, and keep open, communication between a manager and employees is to 
encourage employees to participate in setting department and job goals. In this case, employees are usually 
anxious to cooperate in the leveling process. This holds true even where there is a personality conflict between 
the manager and an employee. If employees know what their jobs entail, and if they have had an opportunity 
to formulate the parameters of their jobs, they are much more likely to assist in the leveling process than 
otherwise. 
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CAN YOU PERFECT YOUR LEVELING CAPABlLmES? 

You probably can't perfect them, but you certainly can improve them . This is certainly true at ROLM, 
where leveling is the accepted and desirable mode of operation. At some other companies the rule is often to 
live with an unpleasant , nonproductive situation for political or other rcasons . Here at ROLM you are 
encouraged to bring things to a head and resolve issues. Our way is much healthier. 

The more experience you get, the better "leveler" you will become. Over time your le. eling techniques 
wiU improve . You will become more adept at reading personalities from your vantage point of manager. You 
will gradually find areas where you can measure rather than judge. 

The principal benefit of experience will be a growing self-confidence. If you have consistently made the 
right decisions regarding employees, you will become more comfortable in conducting the leveling process in 
formal reviews and on a daily basis. You will find it a lot easier to conduct the process, you will be reasonably 
assured that what you do next will have a high probability of being correct. However, and this is important to 
take into consideration, you must, all along , have been giving a lot of thought to what you were doing. 
Prac tice, successful practice , will make your leveling as "perfect" as you can expect. 

This wiU be enough for ROLM . 

QU TES TO LEVEL BY 

It is appropriate to end our discussion of leveling at ROLM with Quotations from current ROLM 
" ·,ge". These people are on the managerial line right now . They have experienced the same leveling 

.1 .1I rns and opportunities as you, the new ROLM manager, supervisor, or lead. 

My principal area for improvement lies within myself. I cannot ov.,· 
emphasize that effective leveling with an employee begins with effective and 
honest leveling within you~elf. When I begin an interview with an 
employee, I should know just what I perceive of this employtt, and I should 
have the words in mind I want to use to describe my perceptions, /n 
addirion, I never want to ask an employee to perform, change, modif y , or 
delete an action or al/itude I would not in the same perceived situation . If I 
don 't project this, I cannot level with the employtt, and the employee 
would find it very difficult to level with me. 

* * * * 
There is no one way to level. No set way. No school book apprOQch. Good 
leveling com~ through trial and e"or, always taking into account the 
pe~onalities and circumstances involved. The main objective of leveling is 
to do it. Don 't close your eyes to a situation that could be improved through 
leveling, even though the leveling may be somewhat painful to those 
concerned. 
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* * * * 
Communication is the operative word. Tell people what the objectives of 
the organization are; let them know what is going on; tell them of the 
successes and failures; inform them of the good things and the bad things 
--communicate. In addition, mak. an open commitment to 
communications. Hold st4lf meetines, condu" surveys to determine if 
communications are wanting. Finally, build an environment of trust by 
delegating importani tasks to others, even those tasks that may have been 
"fun" to you and which you would lilce to keep. Along with the delegation, 
give recognition. All of this facilitates the leveling process we seek at 
ROLM. 

* * * * 
Lev.ling is an on-going relationship that requires tact and a constant 
adherence to principles that will benefit the employee. In conducting the 
I.veling process, managers should strive to be spontaneous and give the 
appearance of not expending a lot of unnecessary energy. However, I'm 
convinced that the only way to arrive at this capability is to have spent much 
time in preparation_ /I seems to be a mailer of knowing yourself and then 
knowing y our people. 

* * * * 
First, I want to stress thattM manager must be honest with him or herself. 
This question must always be asked in preparing to undertake the leveling 
process, "What is the person doing vis-a-vis the job?" The question should 
never be, "What is the person doing to me, the manager?" ~cond, I'd like 
to stress that leveling makes managers efficient. Good leveling removes 
stress that can adversely affect production. Put another way, if managers 
want to be good, they should use the leveling process - if only for their own 
sake. 

* * * * 
Don't be afraid to make friends, I mean real friends, with your employees. 
But first be sure you have the right personality to handle such relationships. 
Some people, I am not one of them, can be compromised by makingfriends 
of employees. Employees begin taking advantage of them. This has never 
happened to me. 

* * * * 
Leveling and honesty are engendered in a work environment based on trust. 
They are not desirable objectives thot can be achieved overnight. They take 
time to burgeon and must never be considered one-time tiffairs. Just as a 
work performanet ""iew should not be an annual event, but rather an on
going, day-to-day relationship, so should the work environment be a 
consistent thread of mutual trust. 
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.. .. .. .. 
L~eling is very dependent on getting yourself in perspective, gerring your 
group in perspective, and then conducting a never-flnding introspecti .. 
process. Every manager thinks he/ she is good and that his/ her group is the 
best. This is not n«essarily the case. You must accept that as a premise. 

.. .. .. .. 

/ belilNe therr is no single best way to manage. You have to bef/txible. You 
can't consider yourself a "hardboiled" malWger or a "democratic" 
manager, or any kind of a stereotype manager. You must adjust to the 
individuals and the environment in which you find yourself and be the kind 
of manager you think is appropriate. On the other hand, implicit in 
effective leveling are certain basic principles. These include sincerity, a basic 
respect for people, and the creation of an environment of trust. 

.. .. .. .. 
Lr>eling is a wry nrong tool for building confidence in yourself about 
yourself and in your employns about themselves and about you. Leveling 
can provide an environment where the air is clear and where reality can be 
separated from myth. Leveling requires courage, guts, if you will. /t is not 
easy to face uncom/or/ablt situations. Situations that you know will be 
unplt asant for yourstlf and for tht person. 

.. .. .. .. 
It is important to rrmember that, ~en in the best of circumstances. and 
even with the best of employees, it is not always possible for a manager to 
be liked. However, It is important for the manager to be respected. This 
respect cem be earned through leveling. Effective leveling is good not only 
for the employ ... it is good for the manager. Managers who can Itvel 
efftctively with employees are more effiCient managers in tht long run . 
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INTROOUCTION 

When groups of people work together they exhibit certain patterns of be havior that can be 
identified and recorde d by an observe r. In the process called "behavior analysis," these behavio rs 
are sorted into descriptive categories, and the frequency wit h which they occur is noted. Late r, 
in feedback sessions. the group members are made awa re of how often an d when these ways of 
behaving appear in their interaction wit h othe rs. The goa l, of course, is to give them some 
insight in to the behavior patterns which lead to effec tiveness, in both groups an d ane-ta-one 
sit uati ons. 

OBJECTIVES 

This section is designed ro 

• sho w the rela tionships between behavior frequency and job effectiveness in a variety of 
situations. 

• provide models to illus trate the interrelationships of individual behavior ca tego ries. 

• help participants of the training program to relate" thei r behavior to research models of 
effective job performance. 

BACKGROUND INFORMATION 

In the la te 1960s, large-scale research was ca rried out in an attempt 10 develop a tru ly 
descriptive and useful sys tem fo r classify ing behavior. This was a long and tedious process 
because the number of po ten tial behavior categories is almost infinite . The researchers finally 
concluded that a meaningfu l list of categories could be produced if each of the selected 
beh3viors categories met five basic criteria: 

I. It could be measured accurate ly. 

2. It was easy to understand. 

3. It was distinct from other categories. 

4. People could change how often they used it. 

5. It could be related to effectiveness of performance. 

The result of this invest igation was a se t of General interac t jon Categories consis ting of eleven 
ite ms: 

Proposing 

Build ing 

Supporti ng 

Disagree ing 

Defending/ Attacking 

Testing understanding 
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Summarizing 

Seeking information 

Giving information 

Bringing in 

Shutting out 

The General interact ion Categories are particu larly appropriate for our use because (i) th e 
ca tegories 3re relevant to a variety of common managerial situations, and (2) they provide a 
means for useful feedback to participant s on both an individual and a group level. 

THE OVERALL GROUP MODEL 

After the General Interac ti on Categories were developed, a large·scale study was undertaken to 
see how they applied in task.o()riented si tuations. The resu lts showed that there were three main 
classes of behavior important to any group that undertakes to solve a problem or comple te a 
task. TIley are : 

INIT IATING behaviors which pu t fo rward ideas. concepts. suggestions, or COUI'iieS 
of action. 

REACTING behavio rs which consti tute an evaluation of o ther people 's 
con tri bu lions. 

CLAR IFYING behaviors which exchange information , facts , opinions. and offer 
clarification. 

RELATIONSHIP TO GENERAL INTERACTION CATEGORIES 

How do these ma in classes of behavior relate 10 the eleven behavior categories which we have 
outl ined? 

Nine of our eleven General Inte raction Categories arc directl y associated 
classifications. We can include all of th e behav iors (except for BRINGING IN and 
OUT, which arC' spe.ciai process ca tegories) in these three main classes : 

CLARI FYING 

Testing Understlnding 

Summarizing 

Seeking In formation 

Giving. Information 

INITI ATING 

Proposi ng 

Building 
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Disagreeing 

Defending! Attackin g 
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So, as our first model for explaining the behav ior of working groups we can say: 

TASK GROUP BEHAVIOR 

IS MADE UP OF 3 COMPONENTS 

INITIATING 

REACTING CLARIFYING 

There is no universal perfect proporti on for the three main classes. The ri ght amount of 
clarifying in a cont ra ct negotiation meeting, for example, is like ly to be higher than in a 
meeti ng called fo r informal discussion of a problem. However, data about the proportions of 
Initiating. Reacting. and Clarifying can be used as a guide to diagnose the broad balance of 
group ac tivity. Feedback of these proportions can help groups to examine their own behavior 
and to assess the need fo r behavior change. 

In effective groups , all three main behav ior classes are present in a ba lanced W>lY. Once a group 
becomes locked into using just one or two of these major classes and ignoring the remaining 
class, the results from the group become progressive ly more unbalanced. The fo ll owing brief case 
studies help to demonst r>l te th is. 

4 



Case I - HIGH INITIATING 

Subject Group - Research team in the chemical industry. 

Problem - On the su rface, the group seemed to be a very creative team. tn discussing 
problems. the group members had no difficulty in generating innumerable 
alterna tive methods and potentia l solutions. They had been asked by Manage
ment to fmd a method for reducing a severe dust problem in one of the 
company's chemical plants. During the first working session , they produced 
14 viable methods for reducing the dust levels. Because the problem was 
urgent , they made a preli minary report to Management outlining each of the 
possible solutions. The Production Direc tor asked them to recommend the 
solution which they thOUght best. Aftcr five subsequent meetings, the group 
had still not arrived at a recommended method. Instead , [hey had generated 
six new possible methods - mu ch to the displeasu re of the Production 
Director. 

Comments - This group just was not in terested in REACTING and CLARIFYING behlv-
iors. Their satisfaction came from the INITIATING category alone. As a 
result, their output was failing to meet Management needs. 

Case 2 - HIGH REACTING 

Subject Group - Shop stewards (trade union) group in the tobacco industry. 

Problem - A group o f shop stewards was experiencing a change in company climate. A 

Comments 

more participative approach was being adopted by Management, and the 
group was now consu lted in advance about potenti31 changes and problems. 
Previously, the stewards had negotiated With management by REACTING to 
proposals put to them ove r wages and conditions. Now, when they were 
being invited to put forward ideas of their own, they had great difficulty. 
Their dependence and heavy use of REACfING behaviors meant that 

I) they left the INITIATING to Management. 

2) their low use of CLAR IFYING behaviors frequently led to mis
understanding because. they fai led to check things out. 

- A classic case of re acting first and finding out afterward if you're wrong. An 
imeresting finding was that the amount of INITIATING and CLARI FYING 
in this group was low even when they weren't meeting with Management. 
The result was stormy, emotional , and poorly thOUght through policies with 
very few original proposals . 
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Case 3 - HIGH CLARIFYING 

Subject Group - Task Force In Bri tish Civ il Service. 

Problem - This group was mostly occupied by meaning and the meaning of meaning. 

Comments 

Over 90 percent of the group's behavior during mee tings was CLAR IFY ING. 
Because there was so li llIe INIT IAT ING, the group was mostly discussing 
minor points of detail rather than proposals or ideas. The Jack of REACT
ING meant that points were endlessly repea ted because the group h:ld failed 
[0 obtain support or disagreemenL 

- Typical of meetings which get into a CLAR IFY ING loop is an enormOllS 
consumption of time with no tangible result. It was impossible to detect any 
sign of fo rwa rd motion in these meeti ngs. 

Case 4 - LOW INITIATING 

Subject Group - Production Control Committee in the engineering industry . 

Problem - The Com mittee. consisted of represen tatives from Production , Quality Control, 
Maintenance, Indus trial Engineering, and Production Plann ing areas. Many 
members of the Committee had jobs which ove rlapped. When any problem 
arose, there was (.;onsiderab le dispute about who was responsible. This led to 
a disproportiona te amo unt of REACTING (mostly negative) and CLAR IFY
ING as the members struggled to un tangle th e respo nsib iliti.-:s for each new 
situation. Th is resulted in very low INIT IATING. Sometimes the re were 
who le mee tings of the Committee where only one or two INITIATING 
behaviors occu rred. 

Comments - Typical of meetings where IN IT IATI NG is very low but the other two 
factors are high. Such meetings tcnd to be backward-looking, sea rch ing the 
past for reasons and justifications ins tead of looking for solutions La 

problems. As one of the more perceptive Committee members put it, "We 
seem to be very good at dissecting situations and finding who's to blame. 
Perhaps we shou ld be spending some lime On find ing ways to prevent these 
thi ngs from happening in the first place." 

Case 5 - LOW REACTING 

Subject Group - Systems analys ts presenting proposals to a group of staff managers. 

Problem - The systems analys ts came to the meeting wilh lots of proposals for change. 
As a resu lt, they used a great deal of INIT IATING behavior. The staff 
managers were nervous about these changes and possibly ove rwhelmed by rhe 
technical exper tise and the jargon of the systems analysts . Consequently, [hey 
used mostly CLA RIFYING behavior, asking lots of detailed questions about 
the proposa ls which had been put to the m. They were , however, unprepared 
to commi t themse lves and, as a result, showed no REACT ING behavior . The 
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Comments 

lack of responsiveness caused the systems analysts to plunge into very 
detailed justifications of their proposals. The managers were soon sinking 
under the weight of info rmation . Several meetings later, the confusion was 
still continuing. 

- This is a typ ical situation in man y of the int erchanges between specialists 
and decision makers . Most managers can remember the problems they have 
encoun tered in presenting ma terial to decision makers who are unwilling to 
react. 

Case 6 - LOW CLAR IF YING 

Subject Group - Execut ives in a New York advertising agency , 

Problem - An ex tremely active and dynami c group. When they set to work on a cl ient 
brief, everybody tal ked at once. There was no shortage of ideas ; in fact, the 
very opposite. INITI ATING behavior was extreme ly high , and this generated 
a lot of excitement and enthusiasm. REACTI NG behavior was also very high. 
Every proposal was gree ted with a chorus of approval or disapproval. But 
because CLARIFY ING behavior was low. lhe meeting tended to be chaotic 
and confused with many of the ideas being lost. 

Comments - At the end of the meeting, each of the executives was asked to write down 
what had been agreed. No two versions were the same. This is a typical 
ou tcome of a LOW CLAR IFY ING mee ting. When it is important for th e 
participants of a meetin g to have a clear and agreed understanding of the 
outcome, then a low C LAR IFYING mee ting is particu larly dangerous. 

CASE STUDY CDNCLUSIONS 

What can we derive from these simple case studies? 

I. Tha t ea..:h of th e three major behavior classes of INI TI ATING, REACTING. and 
CLAR IFYING must be pre.sent in :I successful meet ing. 

That a disproportionate excess or sca rcity of any class can have a detrimen tal effect 
on the mee ting. 

3. That different meetings have very different needs in behavioral terms so that th e 
b:l lance appropriate to any meeting may not be the bes t for ano ther. 

4. Some job si tu3 tions , such as meetings held to generate ideas, are often in tended to be 
high on one of the main classes of behav ior ( in genera ti ng ideas this would be 
INITIATING). Th is can cause problems if no REACTING or CLARI FYING is present 
sillce it could lead to misunderstandings about the ideas generated . 

Problems could also ex ist if all behavior fell into the ma in class of CLARIFYING 
behavior o r REACTI NG behavior. 

5. That the model of INIT IATI NG , REACTI NG, and CLA RIFYI NG ca n be used as a 
simple diagnostic me th od to detect whether or not a mee ting is "balanced" for an 
efl1cient task ou tcome. 
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SUMMARY OF INITI ATI NG, REACTING, CLARIFYING MODEL 

When 3. meeting 
is unusually Qlaracteristic Problems afe 

High on • too many ideas and alternatives to handle 
INITIATING 

• lack of attention to deta il 

• "up in the clouds" feeling 

Low on • mee ting becomes backward-l ook ing 
INITIATING 

• lack of enthusiasm and excitement 

• undue attention to detailed amllysis 

High on • mee ting becomes emotional 
REACTING 

• misunderstandings become more frequent 

• people take sides and issues become 
entrenched 

Low on • tendency for repe tition 
REACTING 

people withhold important information • 
• meeting is awkwa rd and forced 

High on • very t ime-consuming 
CLARIFYING 

• obsession with minor issues 

• "swimming in syrup" impression 

Low on • meeting becomes disorganized 
CLARIFYING 

hasty decisions are made • 
• people cannot agree afterwards on what 

has been decided 
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TASK GROUP BEHAVIOR 

IS MADE UP OF 3 COMPONENTS 

INITIATING 

REACTING CLARIFYING 

BALANCE MODEL 

INITIATING 

PROPOSING 
BUILDING 

C LAR I F YI NG I"'------'====-----"i REACTING 

TESTING UNDERSTANDING 
SUMMARIZING 
SEEKING INFOR MATION 
GIVING INFORMA TION 

10 

SUPPORTING 
DISAGREEING 
DEFENDING/ 
ATTACKING 



GENERAL INTERACTION CATEGORIES 
DEFINITIONS AND EXAMPLES 

CATEGORY DEFINITION EXAMPLES 

PROPOSING A behavior which puts forward "Let's deal with that one 
a new sugges ti on, proposal, or tomorrow." 
course of act ion. 

" I sugges t that we reduce the 
number of security guards by 15 
percent. .. 

BUILDING A behavior which usuall y takes .. . . . and your plan would be 
the form of a proposal, which even better if we added a second 
ex tends o r develops a proposal reporting stage." 
made by another person. 

"You suggest thaI we should t.ry 
to raise money to buy now. 
Let me make some suggesti ons 
about how we mig.ht ra ise tha t 
money," 

" If I can take that fu rth er. we 
could also use th e system to give 
us be tter cost con trol. " 

SUPPORTING A behav io r wh ich makes a con- "Yes, I go along WiOl that. t' 
scious and direct declaration o f 
agreemen t o r support for ano ther "Sounds OK by mc." 

person o r fo r their concep ts. "Fine." 

" I accept that." 

DISAGREEING A behavior which s tates a direct "No, 1 don', agree wi th tha 1. " 
disagreement or which raises 

"1 don't like the idea one bi t. " o bstacles and objections to 
another person's concepts. "Your third point just isn' t true." 

" What you 're suggesting just won't 
work . " 

DEFENDI NG/ A behavior which attacks ano th er "Tha t 's stupid." 
ATTACK ING pe rson , ei ther directly or by de-

fensive ness. De fendin g/attacking " ... and your third point is either 

behaviors usually involve v31ue incompetence or a lie designed to 

judgments and often cont3in damage and den igra te!" 

emoti onal overtones. They are "Don't blame me, it 's no t my 
usuall y about people, not issues. faul t: it's his responsibility. 

TESTING A behav ior which seeks to es tab- "Can I just check to be sure we're 
UNDER· lish whe th er or no t an ea rlier talking about th e sa me thing here?" 
STANDING cont ri buti on has been understood . 

"Can I take it th at we all n ow 
agree on this?" 
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Definitions and Examples (Continued) 

CATEGORY DEFINITION EXAMP LES 

SUMMARIZING A behavio r which summarizes or "So far, we have agreed 
otherwise restates, in a compact 

(al form, the conten t of prev ious dis- to take legal action 
cuss ions or events. (b) to take it before May 

(e) to issue a writ in th e cha ir-
man's name." 

SEEKING A behav ior which seeks facts, "What's the time?" 
INFORMATION opinions, or clarification from 

another person. "Can anyone tell me which page 
this is on?" 

"Have you checked that 
thoroughly "?" 

GIVING A behavior which offers facts, " I remember a case like that last 
INFORMATION opinions, or clarification to other year. " 

peop le. 
"There are at leas t three down 
there." 

BRI NGI NG IN A behavior which di rectly ·'Jane. have you anythin g to say 
attempts to involve another pe rson on this one?" 
or to increase th eir opportunity to 

"Karl has been very quie t. I can (ribu teo 
won der whe ther he has anythin g 
he would like to say here." 

SHUTTING A behavior which excludes an other John : "What does Bob feel?" 
OUT person or reduces their opportunity 

Karl: " What I feel is . " to contribute. 

Ka rl is here shutting out John. 

Interrupting is the mos t commo n 
form of shutting out. 
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DECISION RULES 

In usc , decisioll rules must be es tablished to help determine the boundary between categories 
whi ch are casily confused. The most commonl y needed decision rules are : 

I. PROPOSING - G IVING INFORMATION. Sometimes PROPOSING is put in a form 
rese mbling GIVING INFORMATION, for example: "We could cu i it in hair." If such a 
stat ement is lIew to the discussion and is actionable, then it is a proposal. 

2. PROPOS ING - SEEK ING INFORMATION. Proposals commonly take the form: "Why 
don't we ...• " " How about doing ... ," etc. Aga in , these would be classed as proposals if 
new and actionable. 

3. DISAGREEING - DEf"ENDING/ AITACKING, If a negative evaluation is about the. 
issue, it is classed as DISAGREEING. If it is directed at the perSOll, it is 
DEFENDING/ ATTACK ING. The exception is an emotional disagreement such as : "The 
whole idea is so slup id that it can't work!" Although this does not attack a person 
directly. it would s till be classed as DEFENDING /ATTACKING. 

4. TESTING UNDERSTANDING - SUMMARIZING. Sometimes, in order to test under
standing, a speaker restates or su mmariz.es a previous point ; for example: " Am I right 
tha l (a) we meet at dawn. (b) we fight with pistols, (c) the loser is buried all the 
spo t?" This would be classed liS TESTING UNDERSTANDING, flot SUMMARIZING. 

S. TESTING UNDERSTANDING - SEEKING INFORMATION. If a question asks about 
the (!xfemal world, it is SEEK ING INFORMATION. If it asks about the il/ternal 
world , about how what exists in one person's mind marches th e understanding which 
anothe r person has, it is TESTING UNDERSTANDING. Normally. TESTING UNDER
STANDING is retrospective , checking on prev ious points. 

6. SEEKING INFO RMATIO N - BRING ING IN. BRINGING IN must involve, or attempt 
to involve. a specifi c individual. Therefore , "would anyone here like to add to this?" is 
SEEK ING INFORMATI ON, while, " J ohn, would you like to add 10 this?" is 
BRING ING IN. 
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BEHAVIOR CATEGORY RECOGN ITION TEST 

Listed below are some sta tements made by people during a meeting. 

To check your understanding of the behavior analysis categories , please read each statement and 
check the category which you think fits that statement best. 

l. I suggest that we begin by explaining our position on the overtime issue. 

BUILDING 

PROPOSING 

GIVING INFORMATION 

TESTING UNDERSTANDING 

2. So now it's my fau lt, is it? Well , let me say that your damned ... 

DISAGREEING 

SEEK ING INFORMATION 

DEFENDING/ATTACKING 

GI VING INFORMATION 

3. Can I just check that I've got lhis right? Are you saying thai you must have a full 
reply by Monday? Just now I thought you said that you only needed a reply La poin t 
three. 

SEEKING INFORMATION 

PROPOSING 

BRINGING IN 

TESTING UNDERSTANDING 
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4. Just to recap on that , you are objec ting to three things: the manning levels, the work 
study proposals. and the overtime reduction. 

SUMMA RI ZING 

GIVING INFORMATION 

PROPOSING 

DISAGREEING 

5. Yes. that's a good idea and I go along wi th it. 

BUILDING 

GIVING INFORMATION 

BRI NGING I N 

SUPPORTING 

6. I think Fred's idea would be even morc useful if we included an addit ional access in 
the central area. 

BUILDI NG 

,UPPORTING 

PROPOSI NG 

GIVING INFORMATION 

7. How many machines would be affected if we accept? 

TESTING UNDERSTAN DI NG 

DISAGREEING 

SEEKING INFORMATION 

BRINGING IN 
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8. The employees in E plant were ea rn ing an average bonus of 18.5 pe rcent during 
January. This repor t suggests that the average bonus was only 12 percent, which is a 
substant ial djscrepancy. 

DISAGREEING 

DEFENDING/ A TI ACK ING 

GIV ING INFORMATION 

SUMMARIZING 

9. You 've been very quiet, Mr. Avery. Is the re anYlhing you would like to add to the 
discussion? 

TESTING UNDERSTANDING 

BRINGING IN 

SEEK ING INFORMATION 

SUPPORTING 

10. I am comple tely opposed to your suggestion about interim payment. 

DISAGREEING 

GIVING INFORMATION 

DEFENDING/ATI ACK ING 

PROPOSING 

II. That's just typical of the incompetent way your Depa rtment se ts abollt things. 

GIVI NG INFORMATION 

DISAGREE ING 

DEFENDING/ATIACKING 

SUMMA RIZI NG 
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12. Let's offer her a job with our Northeast Division . 

GIVI NG INFORMATION 

BUI LDING 

TESTING UNDERSTANDING 

PROPOSING 
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MODELS FOR INITIATING BEHAVIOR 

PROPOSING and BUILDI NG arc bo th INiTiATING behaviors. They are both l:oncerned wiCII 
putting forward ideas or actionable concepts. Their definitions are: 

PROPOSING 

BUILDING 

- A behavior which puts forward a new suggestion , proposal, or cou rse of 
action. 

- A behavior. usually in the form of ::I propos.]l , which cx l~nds or 
deve lops a p roposal made by another person. 

The diffe rence between them is that in PROPOSING. a person puts forward an imJe/Jl'lIdenr idea 
of his own. in BUILDI NG, he puts forward an idea explicitly depelldellt Qn someone dse's 
proposal. 

TIlis section cons iders research on [he effec tive ness o f d ifferen t types of INIT IAT ING bi:dl(]vior. 
It puts forward a mode l whi ch shows how the relative proportions ot' PROPOS ING an d 
BUILDING can innuence the outcome of team and group meetings. 

The first quest ion asked about INITIAT ING behavior concerned the quantity : "How much is 
there? Is i t enough or is there too muc h? Is it in balunce wi th REACTING and CLA RIFYING 
behavior?" But this is on ly a preliminary q uestion . We also have to look :11 the qlla/ify or 
INITIATI NG. "What sort of INITI ATING is going on? Cou ld it b..' mort' effedive?" 

A RESEARCH STUDY 

Twenty-three working teams were s tudi ed to discover whether the re was an y connection betwl.'~n 
their job pe rformance and their INITIATING behavior. These teams were mostly research anu 
projec t groups. Three cri teria for effectiveness were established, and the ou tput from each team 
was measured against them. They we re: 

1. The /lumber of ideas which they brought to the attention o f Management. (Thi s is :.l 

quall tity measu re.) 

2. TIle nu mber of ideas which were accepted for implementat ion. (This is pa rtly :.l 

measure of quality but wou ld also depen d all political and pt!rsuasivc innu~nce.) 

3. The estima ted commercial payoff from impl emen t~lIj o n . (This is a qualifY measure .) 

The results of this investigation indica ted thai the ove rall performance of the teams on all three 
criteria was sign ifi cantly related to the ratio of PROPOSING behavior to BUILD ING behav ior. 
The more BUILDI NG, the better the performance. 

The simple conclusion from this study seems to be "BU ILD ING IS A GOOD THING." Like so 
many simpJe conclusions, tha t would only par tl y be true. 

Studies of o ther groups turned up many that were. remarkably efficie nt and effect ive although 
they used no BUILDING behav ior at all. Why shou ld it prove a s irong predictor of performance 
in some situations but not in others? 
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Till' answer seems to lie in the way a work ing group deals w;tll ideas. The group ca n take one of 
two ve ry distinct approaches, emphasizing e ither PROPOSING or SU I LD ING behavior in its 
deli bc r:J tions. 

Dealing With Ideas - THE FI LTER MEETING 

Let us firs t conside r a group which is high on PROPOSING but uses very little BUI LD ING 
behavior. We can i]lLlstratc a typical mee ting with the help of some simple diagrams. 

HOW A T YPICAL FI L TER MEETING DEV ELOPS 

I. 

"I 
, 

3. 

4. 

The mee ting begins. As yet, no proposa l has 
been put forward. 

TIl e firs t speake r puts forward a proposal ( PI ) 
for th e o thers to conside r. 

Others object to the proposa l and it is rejected 
or withdrawn. 

A new topi c is introduced. Somebody puts for
ward a proposal ( P1 ) and another group 
member introduces a counter-proposal (P.l ). 
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5. 

6. 

7. 

action 

PI 1)2 1'3 1'4 

r-ij 

!leI ion 

il3 

~~f 
1 

1 

~--------i-~~ 

t 
adion 

TIle alternative" p roposals are discussed. ihe 
group favo rs P.J and this is :'I.cccpled. whil e P1 
is rejected. 

A change of topic. Someone puts forward a 
proposal (P4 ) which is immcdiately accepted 
and plsscd fo r action. 

The nexi proposal is put forward. This- lime , 
the group lets (Jorl of it go through. (For 
exa mple , it may be a sugg~stion (0 buy eight 
machines. ami the group only gives approval for 
live.) This proposal ( P~) is therefore retillel'd 
although not enti rely rcjcdctJ. 

TIle mosl noticeable feat ure about the way this g.roup is handling its INITI ATI NG behavior is 
that the meeting fil lers or r('duces the number of proposa ls. As a t:onseq lICnl.:l'. this is termed Ii 

FILTER meeting. 

Because of the low leve l o f buil ding. proposals arc not be ing deveJopI.'d by othl:rs. A proposal is 
eithe r accepted o r rejected. The onl y variant o n th~ accc pl /rcjl'c i treatmcnt is illli st rall.'d III Ih\.' 
pro posal Ps . He re the proposal is changed by n'dllcillf!, o r CUllin g parts fro m it. This is the 
central characte ristic of a r lLTER mee ting. Ideas an~ no t develo ped , they arc reduced. 

Supcrliciall y. [his redu c tion might see m a bad thing. Many peop/(' dislike FILTER mec tin~ 
beca use they feel th at the l.iel'ldOplIlelH of ideas is essential to allY meeting. However, fo r certain 
situations. FI LTER mee tings are remarkabl y efficient and effective. Manage ment ofle n faces the 
problem of hav in g too many alternatives to handk. and the process of reducing th ese 3 tt~rn at i ves 

to a manageable num ber can be performed e ffiden!l y by FILTER mee tings. 
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CONSEQUENCES OF FI LTER MEETINGS 

Althou gh FILTER mcetini$ can prove a remarkably efficient method for reducing alternatives, 
they have certain characteris ti c consequences. Not all are desirable. 

I. OWN ERSH IP AND THE WIN-LOSE PROBLEM 

In il FILTER meet in g, ideas are used competitively . Proposal is met with cou nter-proposal. 
One idea wins, the other losl's. When relat ionships between people aTC good, tillS 
com pe tition can provide a st imulus. Much more frequently. however, it results in 

a) defensive cli ngin g to onc's own ideas, 

b) fai lure La listen sy mpathe tica ll y (or even to listen at all) to the ideas of o thers, or 

C) political an d s trat egic games pl aying before , during, and after th e meeting. 

2. LACK OF INTEGRATION 

Inevi tabl y. because of the absence of BUILDING, proposals are not combined or integra ted. 
Instead of ex tracting the best elemen ts of each option. the loudest , most persuasive, or 
politically st rongest option is likely to go through un changed . This can adversely affect the 
quality of th e group's decisions. 

3. LACK OF COMM ITMENT AND MOTIVATION 

FI L TER mee tings arc excellent for the winners - those whose proposals go through for 
act ion . For th ose whose proposals arc rejected , it's a different s tory. Measures o f people's 
commitment to mee ting decisions revealed that , for FI L TER meetings, those whose 
p roposals had been rejected often showed disturbingly low commitment to the final 
decisions. 

4. PROBLEM OF SELF- REINFORCEMENT 

When a group of peo ple mee ts fairl y regularl y, FILTER mee tings lend to lead to even more 
extn.' me subseq uent FILTER mee tings . As time goes o n, what little residu al BUI LDING 
beha vio r wmai ns easi ly ge ts s tamped out. 

Case Study - FILTER MEETINGS 

F"lch 01 th e above l:onscq ucnces is illu!'itra ted by this case st udy. 

John J. was 11 newly·ap poin ted ml'mbc r of the Manageme nt Committee in a chemical company. 
He W:lS a yo ung.. ca pable plant manager with a lot of ideas. alt hough these were no t always well 
worked o ul. His appoin tment to the Manage ment Co mmittee ca me in the same week as the 
appoin tment of a ne w Ge neral Manager wh o was to become Commitlee Chairman. 

The new General Manager was anxious to bring abou t changes which were long overdue. He 
invited aJ1 Committee members, inclu din g Jo hn J. , to m;Jke proposals about changes they would 
like to see in the fac tory organization . John 1. loo ked fo rwa rd to the first mee ting of the new 
Committec wi th en thusi;lsm. 
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Meeting 1 

John J. put forward six proposals. None were accepted. His junior sta tus, inexperience, and 
failure to think through the details meant that although many or his ideas were potentially 
worth while, they we re rejected by the more senior members. However, II occasions were 
recorded when he built on proposals put fo rward by other Committee members. This cons[ituted 
ove r half of the total anlount of BUILDING behavior recorded during the meeting. 

Meeting 2 

After his fa ilure to inOue ncc the tirst meeting, John J. decided that he should prepare morc 
carefully. He put much morc adVance thinking into each of his proposals. During the meeting, 
he put forward three main proposals. Two were rejected, and the third was finally postponed 
for fu rther consideration at the next meeti ng. Because of his preoccupation with the progress of 
his own proposals. in which he had invested so much effort . he paid little attention to other 
people's ideas. Where II BUILDING behaviors were. recorded in meeting one, in tile second 
meeting on ly three were recorded. 

Meeting 3 

John J . prepared a deta iled written justifica tion of his ~:lrlic r proposal and pu t forward an 
additional seven proposals. Although two of his new proposals were ,m.:eptcd, his main proposal 
was tinally turned down. John J. was noticeably upse[. No BUILDI NG behavior was recorded 
frol11 him in this or in the three subsequent meet ings . 

Meeting 4 

No PROPOSING or BUI LDING behavior from John J . who, by this time. had lost all interest in 
INITIATI NG. The on ly real energy he showed was in his attempts to stop the proposals of 
othe rs. One of the outcomes of this meeting was the requirement that each partieipant would 
prepare a list of superv isors el igible for promotion or further traini ng. Everybody except John J., 
who had a repu tation for taking great inleresl in his supt'rvisors. produced the list. 

Meeting 5 

John J . was recovering. He made three proposals, although he exh ibited no BUILDING behavior. 
He still spent conside rable time finding fau lt with the proposals of others. 

Meeting 6 

John J. made two proposals, several unfavorable comments abOLlt o th er people's ideas, lind left 
the meeting early because of "pressure of work." 

If we examine the overall number of PROPOSING and BU I LDING behaviors shown by all 
participants at the meeting, we find a s teady decline in BUILDING while the amount or 
PROPOSING remains fairly cons tant. 

This is characteristic of FI L TER meetings. where, in each successive meeting, participan ts feci less 
and less motivated 10 build on each other's ideas. Proposals come to be used ,.;ompl't it ivcly -
sometimes destructively. 
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CASE STUDY : FALL-OF F IN BUILDING BEHAVIOR DURING 
A TYPICAL SERIES OF FILTER MEETINGS 

Number of 
Behaviors 
Recorded 

40 

30 

20 

10 

PROPOSING 

BUILD ING 

Meeting Number 

As the J;f(lph shows. Joh n J. was not the only person in the meet ing whose BUILDING behavior 
was reduced. Resea rch with the group was comple ted after six meet ings an d. because of this. 
there is no Quantitative evidence of whether BUILDING behav ior ever recovered. Experience 
with sim il ar progressions ind ic:lIc!s that thi s would be unlikely. 

Th is case illustrates why there arc so many F ILTER meetings in commercia l and industrial lift:' 
and so few meetings whe re BUILD ING behavior is high . 

The allcmative way in which a meet ing can handle its INITI ATING through a high level of 
BUI LOt NG bclHlv ior is considered in the next sec ti on . 

Dealing With Ideas - THE AM PLIFIER MEETING 

The absolute FILTER meeting, where the INITIATING is a ll PROPOSING a nd no BU ILDING, 
represents an extreme method by which a group can deal with ideas. 

Its opposite is th e mee ting which is high on BU ILDING 3Jld low on PROPOSING. This 
alterna tive way 10 deal with INITIATING has Vl'ry diffe rent characteris tics. 

HOW A TYPICAL AMPLIF IER ME ETING DEVELOPS 

L TIle me.eling begins ; as ye t. no proposals ha ve 
been put forward. 
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p 

2. 

p 

l. 

at.: li on 

The first speaker puts fo rwa rd a proposal l P) 
ror Ihe others to consider. 

Another member deve lops the proposal by 
BUI LDI NG on it ( BI ). 

Fu rthe r BU I LDi NG takes place as o th er people 
add to. deve lop ani..! ex tend the idea. ( B2 & 
B, ). 

The action finally 3yccd upon has INIT IATI NG 
contribut ions from seve ral people. 

This lype o r mecHng, where seve ral people contribute to the fi nal idea by BUI LD ING on it. is 
called an AMPLIFI ER mee ting. Unlike the F ILTE R meeting. which elimi nates o r redl/(,(!.~ idl!as, 
the AM PLIFI ER mee ting e .• tends or develops ideas. As a result, wha t comes out is large r. or 
more co mple te, than the initial proposal whi ch was sll bmiued. 

CONSEQUENCES OF AMPLIFI ER MEETINGS 

AMP LIFI ER MEETI NGS, like F ILTER meetings, have ce rtain charac teris tic I.:onscq ucnccs. Amon~ 
them are rhe fo ll owing: 
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I. GENERATION OF EXC ITEMENT 

In a FILTER meeting, the range of possibilities has freq uent ly been determi ned in advance . 
The function of the mee ti ng is to reduce the available op ti ons. Genera lly, as the J ohn J . 
case shows, the intellectua l excitement o f a FILTER meeting lies in the pre-meeting 
prepa ration and no t in the meetin g itsel f. The outcome of Ihe meeti ng is relatively 
predictable. 

By con tras t . in an AMP LI FIER mee ting, the outcome is freq uently quite unexpected. The 
way in which an idea deve lops is a dynamic process. with one person's concep ts acting as a 
stImu lus to ot hers. Because of this, peop le tend to rate AMPLIFIER meetings as more 
exci ting, s:ltisfying, and creative than FILTER meetings. 

One mem ber of a team which was exceptionall y hi gh on BUILDI NG behavior descri hed 
how he fclt aboui working with the tea m. His description catches some of the typical 
feel in gs' which people express abou t AMPLIFIER mee tings. 

The main diffe rence between this set of people and the p revious team I worked in is 
an odd one. My las \ tcam was in X University, working on lo w-temperature physics. 
My special area was on the. engin eering si de. They were very bright and had lo ts of 
ideas - lo ts marC than I did. Bu t their ideas see med pril'a le somehow. They never le t 
thc-ir thoughts ou t fo r anyone to see until they were finished and polished. In the 
(high BUILDI NG, AMPLIFIeR sty le) team that I'm in now, things are di ffe rent . Ideas 
are very Pllblic . You can see the thi nking process a t work-and join in too. if you 
like. It 's not that our ideas are necessarily better. Often I'll say somethi ng really fa r 
out - th e sari of thi ng which the Universi ty group would tear to pieces - but the 
a tmosphere llcre is aile where people don 't look down on you if you come up with 
half thought out concepts. I feel that here we show ollr ideas earlier in the creative 
process. Id eas herc arc n uid . In the low-temperature unit, th e ideas got frozen along 
with the apparatus. Th is new group is freer. It feels better and mo re stim ulating. 

2. INCREASED COMMITMENT 

When people's commitmen t to the group decisio n was measured after bo th F ILTER and 
AMPLIF IER mee tings , the re was a sign ifica ntly greater co mm itmen t to decisions agree d 
upon in an AMPLIFIER meeting. The sense of sha ring in the crea tion o f ideas partially 
accounts for this. Another factor is the avoidance of win / lose conflicts which are inherent 
in the. compet itive lise of proposals during FILTER meetings . 

3. INCR EASED OUALITY 

Participants in AMP LIFI ER mee tings rate the quality of the fina l ideas highe r than do 
participan ts in F I LTER meetings. To some ex ten t , this may be misleading. Even if ideas are 
poor. they are like ly to seem better if people have participated in their formation. (We 
mu st also ask what we mean by a "good" or "high quality" idea. If we measure ideas in 
te rms of their successfu l implemen tation , then perhaps a "good " idea is more depende nt on 
people's commi tment to it than on any inherent "quality.") 

As a means of testing whe ther solutions from AMPLIF IER mee tin gs were really of higher 
quality , resea rchers took a ran dom select ion of 40 agreed solutions to p roblems from 
FI LTER meetings and 40 fro m AMP LIFI ER meetings. 
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Nex t, a num ber of independent j udges, who did n 't know which sort of mee ting the ide<ls 
had come fro m, graded them for q uality. As the table shows, the AMPLIFI ER mee ting 
solutions were ra ted as high qu alit y mo re often than solutions from FILTE R mee ti ngs. 
Thus it seems probable that partici pan ts' own ratings of quali ty are not entirely the result 
of participa tor prej udice. 

QUALITY OF SOLUTIONS FROM FI L TER AND AMPLI FI ER MEETINGS 

JUDG ES RATI NG OF QUA LITY 

HIGH AVE RAGE LOW 

SOLUTIONS FROM 
FI LTER MEETINGS 7 26 7 

SOLUTIONS FROM 
AMP LI FIER MEETI NGS 16 18 6 

4. INCREASED TIM E 

In the init ia l s tages a t leas t , AMPLIFIER mee tings take mo re t ime to reac h decisions than 
do FILT ER mee tin gs . Th is is especia ll y true where a large number o f pre-exis t ing op tions 
are to be conside red . In such a case, the t ime spen t BUI LDi NG on available options may 
ex tend and complica te decisions. 

5. LACK OF STRUCTURE 

AM PLIF IER mee tings ten d to be less o rgani zed an d p roced urall y precis\.' than th e FILT ER 
meetings. This lack of s t ructure, aithough corn man, may no t be necessa rily cha ra!.:teristic of 
AMPLIFIER mee tings. howeve r. It is possible, for example, that th ose people who favor 
s truc ture are more likely [ 0 work out their ideas in advance and are, therefore, p red isposed 
to running FI LTER meetings. It is possible that the win / lose conmcts frequent in FILTE R 
meetin gs generate an en thusiasm whe re structure is eas ily forgotten, Whateve r thl' reason, 
the re is often a relatively lo w degree of s t ructure in AMP U Fl.ER mee ti ngs. 

Ca .. Study - AMPLIFIER MEETI NGS 

An outline of ho w AM PLIFIER mee tings can be developed and main tai ned can be seen in this 
case s tudy take n from the :J irline indust ry. 

Erik P. had been appointed Reservations Manager in charge of a telep hone sales office, 
Traditionally, reservation offices in ma ny airlines have been ru n in a rela tive ly autoc rati!.: sty lI:!, 

Eri k p,. who had never worked in reservations before. wanted to ope rate his unit as a 
pa rticipative tea m. He decided to run :3 se ries of mee tings wi th his supervisors. His me mo sert ing 
up the first o f th ese meeting; speci fi ed their pu rpose as fo llows: 
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..... th e reason for this mee ting is 

a) to try to share each others' ideas about how to get the ~st from the unit: 

b) to make su re th aI we are pulling toge ther, not pu lling apart ; 

c ) to explore and develop ways for commu ni cating better be tween us all ," 

Meeting 1 

This turned out to be a disappointing eve nt. The supervisors, unsu re abo ut participative situa
ti ons and cautious of their new manager, were very hesitant to plll ideas forward . This 
hesitation W::lS made worse because rela tionships between the supervisors were poor and 
individual supe rvisors we re unwilling to expose. their ideas to the antagonism of their peers. 
However, several proposals for changes eve ntually were recorded, although the re was no 
BU ILD ING behavior. Erik P. se t up another meeting for the followin g week . 

Meeting 2 

After mee ting I , Erik saw each of his superv isors individually . He reminded them of U1C purpose 
of the meeti n~ and urged each of them to come to the nex t mee ting ready to put forw:lrd 
some idc::IS. 

TIl is they did. They put forth 35 proposals. ranging from trivial alterations in the coffee break 
t illle to major suggestion s for reorganizin g the call monit oring sys te m. Again , however, th ere was 
no BUILDING behavior. Instead. the re was consideruble disagreement and heated argume nt. By 
the end of the mee ting, ill-feeling be t ween the participants had becollle very evident. As Erik 
put it , " 1 think we ' re now further away from the purpose of this exercise than we were at th e 
start." 

The supervisors were askeu to rate this mee ting in terms of whether they had fou nd it useful , 
creative. satisfy in g, exciting. and participative. On 311 five of these dimensions. the mee ting 
reccived ve ry low ratings indeed. 

Interlude 

After thi s Illee tin g. Erik was di scou raged. Awa re of ma ny behavioral science concepts . including 
the FILTER/ AMPLIF IER model, he decided he wanted to run AMPLIFIER meetings but, as he 
put it, "We'v(· got a FILTER style of ideas se l up here. It 's so tough to break down that I 
don't think anything short of hi gh ex plosives could change things ." 

Aft,·]' so me thought , he worked out a st rategy fo r dea lin g with his team. He wrote : 

"1'11 encollrab'l.' them to BUILD by: 

::I) cl/()using all isslle where nobody lias fix(!d precollceptiOl/s. In this way the 
supervisors shou ld find it eas ier to build because nobody has committed himself 
to an entrenched position in advance. 
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Meeting 3 

b) giving 110 advallce agel/da or warning of (he issue so that people come with open 
minds withom any pre-work on their own proposals. 

c) stoppi1lg the meeting after fhe first proposal and asking each supervisor to 
identify good points or thi ngs llC likes. Above a ll , prevent rival counterproposals 
from being put forward .:11 this sta ge. 

d) encouraging BUILDING by asking each supervisor if he can dl'l'l!lop the proposal 
further. 

e) dealing with criticiz ing by saying, "You've spot ted a flaw in this proposal. Instead 
of using that flaw to knock it down, can yOli think of a way to improve or build 
on the proposaJ so that the flaw is correc ted or overco me?" 

11 1101 mOLlinK 011 100 SOOIl to th e next topic. Tht.!rt! are bound to be some awkward 
silences while people try to adjust to unfamiliar ways o f working. I shall not 
move on to the next proposal unti l I am convinced that the potential of the 
previous proposal has been ey hausted." 

The issue which Erik chose for his first attempt at developing BUILD ING behavior was a real 
one , forced o n him by airline economics. Because of the increase o f calls du ring the summer, 
when business reached a peak, th e unit usu ally increased its staff by aboll t 20 pe rcen t. 
Normally, levels reduced again du ring the subsequent winter . Erik had been informed that this 
year, when he was already undermanned. he would have to cope with the sum mer rush without 
addit ional s taff. 

Tlle problem he put to his team was how to achieve this without a significa nt drop in call wait 
and service standards. He chaired the mee t ing s trictly in accordance with his p re-arr,lllgl'd plan. 
The resu lt wrlS dramati c. 

I. Thirty-seven aUI LDI NG behaviors were r~corded. 

2. The meeting, timed to take half a day. cont inued all day and into the even in g. 

3. After the meet ing, when his supervisors rated thei r feelings abollt it , most saw the 
meeting as useful , crea tive, sat isfying, exciting and partic ipative . 

4. The issue was resolved with high comm itment from all parties. 

5. Thl' agreed-upon pl'JIl , which involved a complete reorganiza tion o f th e inl'oming ca ll 
system and a redistribution o f responsibi lit y among supervisors and reservation agents, 
was implemented very success full y. 

6. Other reservation offices of the airline later adop ted tht:' plan as a 1Il0dei for orga nizing 
the ir units. 

PRECEPTUA L STUDI ES 

Simple mC:lsures can be used to discover differenct!s in peoplc's perceptions of FILTER and 
AMPLIF IER meetings. Using a seve n point sca le. and :lsking ror ratings imlll!.!uiatcly after t.':lch 
meeting had finished. researchers have found tll:.lt the following dimensions sig.nificantly differ
en tia ted between the two types of meeting: 
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AVERAGE RATING (Maximum ::: 7) 

FILTER AMPLIFIER 
MEETINGS MEETINGS 

(N=35) (N=19) 

WAS THE MEETING: 

EFFICIENT 5.1 3.6 

CREATIVE 1.9 4.0 

COMPETITI VE 4.8 2.6 

ORGANIZED 4.8 3.2 

EXCITING 2.1 4.1 

PARTICIPATIVE 3.0 4.8 

USEFUL 3.5 5.4 

AS A RESULT OF THE 
MEETING, WflAT IS 
YOUR ESTIMATE OF : 

, 
YOUR COMM ITM ENT 
TO THE OUTCOME 3.0 5.3 

THE QUALITY OF 3.8 5.7 
DECISIONS 

Parti cipants were asked to list the decisions made during the meeting and to specify who had 
put forward the proposal from whi ch the decision had resulted. 

In FI LTER meetings - 75 percent of decisions had individual identified proposers. 

Ln AM PLI Fl ER meetings - 41 perc.ent of decisions had individual identified proposers. 

In other words. in a PI LTER meet ing it was easy to tell whose jdea had been adopted. This was 
mu ch I c~s easy to identify in AMPLIFIER MEETINGS. 

INDIVIDUAL DIFFERENCES IN PROPOSING AND BUILDING BEHAVIOR 

So f:lt we have discussed the differen ces between the amount of PROPOSING and BUILDING 
behavior on a group or meeting leve l. However , within the meeti ng, individuals may show very 
dirferent proportions of each be havior. How do we inlerpre l and feed back these differences? 
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One method is to draw a graph showing the relative proportions of each behavior shown by 
each person and to compare the result of their preceptions of the meeting anu the individ uals in 
it. 

CASE STUDY: INDIVIDUAL DIFFERENCES IN INITIATING BEHAVIDR 

I . The group holding the meeting was a Commercial Development Team in the plastics 
industry . 

2. During the meeting, the quantity of each behav ior was measured by an observer who 
was using the full eleven~category General Interaction Behavior Analysis. 

3. At the end of the meeting, each person present filled in a questionnaire about each of 
the other individuals. The portion of the questionnaire relevant to INITIATING 
behavior was: 

DO YOU RATE _ _ ___ AS 

AN " IDEA" MAN 

CO-QPERA TI V E 

MAINLY INTER
ESTED IN HIS 
OWN IDEAS 

UNSTIMULATING 

Other studies using this ques tionn aire found tha t: 

NOT AN "IDEA" MAN 

COMPETITIVE 

MAINLY INTER
ESTED I N THE IDEAS 
OF OTHERS 

STIMULATING 

I. HI GH INITIATORS, whether through PROPOSING or BU ILDING behavior, wcre rated 
high as idea men and as stimulating, but high builders were more likely to receive very 
high ratings fo r being stimulating than were high proposers. 

2. HIGH PROPOSERS we re rated high on competitiveness , low on interest in the ideas of 
others. 

3. HIGH BUILDERS were rated high on both co-operativeness and intcrest in the idcas 
of others. 
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INDI VIDU AL DIFFERENCES IN INITIATING BEHAVIOR 

50 Ken 

40 

Proposing 
30 X Derek 

(pi 

20 X John 

10 

5 10 15 

Building 
(b l 

20 

X David 

25 

The ratings which each rt:ceived we re as fo ll ows: 

KEN 

DEREK 

JOHN 

DAVID 

( High Proposer 48p Db) was rated highest for compe titi veness, lowest fo r interest in 
o ther people's ideas, and fairly h igh fo r being stimula ting. He was rated high as an 
idea man. This is a typical HI GH PROPOSER pictu re. Ken's reaction to this was a 
typical high proposer's reaction. He was surprised at the low rating he received for 
interest in othe r peop le 's ideas and initia ll y consoled himself by say ing, "Well. they 
didn ' t rcally have man y ideas to be in terested in ," 

(Average Proposer, Average Builder , 28p 7b) was rated as ave rage on all fou r scales. 

(Average Proposer, Low Builder 24p lb) was rated average on ideas. low for interest 
in o ther peop le's ideas, and low for being stimulating. He was rated average for 
compe titiveness. 

( High Builder :::!6p 2Sb) was rated highest for being stimu lating, high as an idea man , 
high on c(}-operat ing, and high est for interest in the idea of o thers. 

33 



SUMMARY OF OIFFERENCES BETWEEN FI LTER ANO AMPLI FIER MEETINGS 

Both types of Meetings are Alternative Methods for dealing with Initiating Behavior 

FILTER MEETI NGS AMPLIFIER MEETINGS 

P P P P P High Pro· P High 

~1-~ 
posing 

c;:;~ 
BllUding 

THE MODELS 
Low Low 
Building Proposing 

ACTI ON , ACTION 

TECHNICA L MORE THAN 4 PROPo- LESS THAN 2 PROPOSA LS 

DEFI NITION SALS TO I BU I LDING TO 1 BUI LDi NG BEHAV IOR 
BEHAVIOR 

1. Need to reduce several I . Need 10 crea te solutions 
available cho ices of where no predetermined 
action alternatives exist 

APPROPRIATE 2. Have tight time 2. Need commitment for 
FOR MEET- cons traints successfu l implementation 
INGS WHICH 

3. Do not require com- 3. Need high quality solutions 
mitment of all individ-
uals for success ful 
implementation 

• EFFICIENT • TIME-CONSUMING 

• UNEXCITING • EXCITING 
• UNCREATI VE • CREATIVE 
• AVERAGE QUA LITY • HI GH QUA LITY 

HOW OF SOLUTI ON OF SO LUTION 
PEOPLE • NON-PARTICIPATIVE • PARTICIPATIVE 
SEE • LOW COM MITMENT • HIGH COMM ITMENT 
THEM TO OUTCOM E TO OUTCOME 

• EASY TO TELL • DIFFICULT TO TELL 
WHOSE I DEAS WON WHOSE I DEAS WON 
OUT (WIN/ LOSE OUT (WI N/ WI N 
FEELING) FEELING) 
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Models for Explaining Behavior 
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TASK GROUP BEHAV IOR 

IS MAD E UP OF 3 COMPONEN TS 

INITIATING 

REACTING CLARIFYING 

BA LANCE MODEL 

INITIATING 

PROPOSING 
BUILDING 

CLAR I FYI NG I"-----'==-"-'-=----"'i REACTING 

TESTING UNDERSTANDING 
SUMMARIZING 
SEEKING INFORMATION 
GIVING INFORMATION 
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MODELS FOR REACTING BEHAVIOR 

REACTING behaviors are th ose which put forward an evaluation of other people's cont ri butions. 

In this secti on we consider two questions about REACTING behav ior: 

I. Ho w important is the type of reaction? 

2. How im porta nt is the ICllel or quality of reaction ? 

I. TYPE OF REACTION 

The three behavior categories which measure Ihe freq uc llcy of REACfING behavior are 
SUPPORTING, DISAGREEING, and DEFEN DING/ATTACKING. 

On the surface. these labels seem se lf-explanatory. but it is worth considering the definiti on 
of each category. 

SUPPORTING - a behavior which makes a conscious and direc t declaration of 
agreement or support for another person or his concep ts. 
SUPPORTING vari es from the simp le, non-ve rbal nod to th e 
a rticula te statement of agreeme nt. 

DISAGREEING - a behavior 
obstacles 

whi ch slates a di rect 
and objection s t o 

disagree ment o r which raises 
a n a th er person's co nce pts. 

DEFENDING/ 
ATTACKING 

- a behavior wh ich attacks another person , eithe r di rectly or by 
defensiveness. DEFENDING! A IT ACK ING brhaviors usually involve 
value judgments and contain emotional overtones. 

A primary difference be tween DISAGREEING and DEFENDING /ATTACK ING is thai DIS
AGREEING is about issues, while DEFENDING/ AITACKING lends to be ai med at 'leap/e. 

EFFECT OF SUPPORTING BEHAVIOR 

What can we conclude about the effect SUPPORTING behavior has on a group? 

I. People fec i happier in groups whe re there is a lot of SUPPORTING behavior. 

2. There is more SUPPORTI NG in groups whose members know each other well than in 
groups of strangers. 

3. Individuals are morc likely to support people who have previously supported them. 

4. There is more SUPPORTING in groups facing an ex tern al threa t (such as a mec ting 
called with in a de partment to consider th e act ions of a rival department , or an 
operating compan y group considering requests from (he head office). 

These conclusions are very straight forward. It is more dirficult to judge the effec t of the lellei of 
SUPPORTING behavior- how much of jt there needs to be fo r e fficie nt group pe rformance. The 
evidence here is ambiguous and seems to depe nd on the type of issues under discussion. 
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EFFECT OF DISAGRE EI NG BEHAV IOR 

The results of DISAGREEING behavior on a group are sligh tly less obvious (han for SUPPORT~ 
ING. For eXJ.mpJe: 

1. In a group high on SUPPO RT ING, people feel happier. However, when a group is high 
on DISAG REEING, group members do 1I0t, as a whole, feel less happy. 

2. High DISAGREEING is strongly correlated with people's perceived involvement in the 
group's act ivity. 

3. Groups where there is no DISAGREEING should, logica lly . make decisions more 
quick ly than groups which disagree . The opposite is tHle. ReSC:lfch indicates that 
groups take {oliger to make decisions when the level of di s~greclll(!llt is wry low, 
( However, this is correlated overall with low reaction leve ls, as the section on Low 
Reactors explains.) 

EFFECT OF DEFENDI NG/ ATTACKI NG BEHAVIOR 

DEFEN DING /ATTACKING is a behavior which has an extreme effect on a group . For ex:ullple: 

I. DEF EN DI NG / ATTAC KI NG behavior from one group member usually leads to 
DEFEN DI NG/ ATTAC KI NG be hav ior from others. This results ill a DEFEND/ATTACK 
SPIRAL whe re te mpers become frayed. DEFEND/ ATIACK spirals are easy to strlff but 
ha rd to stop. 

2. DEFEN DI NG / AITACK ING behavior moves a group further away from the issues 
under discussion. As a result, decisions tend to take longer and, when made , are often 
mo re arbit rary. 

3. Group me mbers rate their sa tisfaction with meetings whi ch <lrc high in DEFENDING! 
ATTACK ING as very low. Th is contrasts with DISAG REEING, where the amount of 
DISAG REEI NG behav ior seems not to affec t peop le's perceptions of sat isfact ion. 

4. DEFEN DING/ATTACK ING behavior tends to reduce ini tialing behaviors. People are 
not prepared to PROPOSE or BUI LD in an aggressive or defensive meeting. 

5. People remember DEFEN DING/ ATTAC KI NG behav ior long after they have forgotten 
the other things that happened during the. meeting. DEFEND/ ATTACKING may . 
therefore, have [ong-Iast ing undesirable afte r e ffects. 

NEGATI V E REACTI ONS 

DISAG REEING and DEFENDING / AITACK ING have an element in co rnmOIl. They art! both 
expressions of disapp roval - showing an unfavorable reaction to the views of another speaker. 
However, the simila ri ty ends the re. The effects of DISAGREEING ilnd DE FEN DI NG! 
ATTACKI NG are very d iffere n t. 

T he High Disagreer is pe rceived by others as rational , and behavior is see n to t!e n tcr on the issue 
ami not on the individual. By contrast, the person high on DEFENDING/ATTACKING behavior 
is seen as ma king personal altacks, moving away from the issues and becoming emotional. 
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HIGH x 

Disagreeing 

EXPRESSING NEGATIVE REACTIONS 

rational , issue
centered. 

emotional 
X personal· 

centered. 

LOW HIGH 

Defendingl Attacking 

2. LEVEL OF REACTION 

II is not on ly the type of reaction which affects peopic 's percept ions and behavior: it is 
also the It'l'el or lIlla/lliIY. People unusually high or low in reac tion level present characteristic 
problems. 

THE LOW REACTOR 

In the In:llcrial you read thai deal! with the balance of INIT IATING, REACTING, and 
CLARI FYINC beh;lVior. Case Stud)' 5 desc ribed a group where the overall level of REACTING 
beh:lvior was ve ry low. This is frl.'qucnt in inter~fu nct i ona l groups and th ose where there is 
reason for members to exercise ca ution with each o ther. 

Supporting 

average 
X person 

x The Low Reactor 

x High 
Disagreer 

Disagreeing + Defending/Attacking 
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As the diagram shows, the Low Reactor not only llses less SUPPORTING behavior than an 
average person, he uses less DISAG REEING and DEFENDlNG/ATfACKING as well. 

In both his verbal and his non-verbal behavior, he shows very llttle reaction to others. 

This does not necessarily mean that the Low Reactor is a qu iet person. He may, for example, 
use a great deal of INITIATI NG or CLARIFYING behavior. The o nly categories of behavior he 
avoids are those which would reveal his reaction in some way. 

nlTo ugh out this section, most of the conclusions about levels of DISAGREE ING apply equally 
to levels of DEFENDING/ ATIACK ING behavior. Rather than keep using the cumbersome phrase 
" DISAGREEING and DEFENDING/ATTACKING," we shall just refer to "DISAGREEING." 

WHY THE LOW REACTOR IS A PROBLEM 

He gives very little feedback about whether he approves or disapproves of points which arc 
presented to him. Because of the lack of feedback, people tend to feci uneasy with Lo w 
Reactors and to handle them badly. Even experienced persuaders such as salespeople fi nd it 
difficult to put a case convincingl y when they arc faced with somebody whose lack of response 
makes it hard to judge the effec t they are having. 

One salesperson summed up the di fference between the Low Reactor and the High Disagreer by 
sayi ng. "You know where you stand with someone who is prepared to disagree. What makes the 
Low Reactor difficult is that he doesn't even disagree." An example of how the Low Reactor 
can be more d iffi cult than the High Disagreer can be see n in a research study carried out in 
Rank Xerox . These results show that although customers high on DISAGREEING and RA ISING 
OBJ ECTIO NS (the common sales term for DISAGREEI NG behavior) are harder to sen to than 
average customers, it is the Low Reacting customer who is hardest of all. 

SELLING TO LOW REACTORS IN RANK X EROX 

PROPORTION OF SALES TO NON-SALES' 

SALES NON-SALES 

AVERAGE OF ALL 
CUSTOMERS 11 9 

CUSTOMER HIGH ON 
DlSAGREEING 8 12 

LOW REACTING 
CUSTOMERS 3 17 

-A sale is defined 3S 3 call which progresses to a further stage or 10 3 signed order. 
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PROBL EMS IN DEALING WI TH LOW REACTORS 

There are five common traps which people fall into when 
trying to persuade a Low Reactor. 

I. LOSI NG CONTROL OVER SPEAKING PACE 

Because Low Reactors give 
them. nlis leads to either no feedback, people easi ly lose conr.,dence h 

" w en talking to 

A. 

B. 
to something which will interest them 

TALKING FASTER - in the hope of coming 

RUNNING OUT OF THINGS TO SAY 
- because of the lack of reaction. 

An example of the way in who I I 
can be seen in . h Ie 1 peap e can lose control over the speed with which they speak a researc study of sales reps from Ra nk Xerox. 

VARI ATIONS IN SALES REP'S SPEECH RATE WHEN 
TO LOW REACTORS 

SELLING 

SALES REP IN CONVERSATION WITH 

LOW-REACTING AVERAGE 
CUSTOMER CUSTOMER 

A VERAGE RATE OF SpeECH 
BY SALES REP (words per 138 119 
t:llking minute, excluding 
pauses about I second) 

NUMBER OF PAUSES BY 
SALES REP (of over 2 7.0 3.2 
seconds dura tion per 10 
min. data sa mple) 

There is also a sign ificant increase in the usc of redundant words and phrases which 
con tribu te nothing to the content of the conversation, such as, " Well . you see," "I mean to 
saY·· ·,"etc. 

This trap does not on ly occu r in selling. The most common situation in wh ich people lose 
control over speaking pace is the selec tion interview. Because the interviewers do not wish 
to innuence the candidates' answers, they remain neulral. TIley usuall y achieve this neu
trality by cutting down on SUPPORTING and DISAGREEING behavior. in other words, 
they become Low Reactors. The candidates frequently respond to this lack of feedback by 
alterna tely babbl ing out answers and drying up complete ly. 

Loss of con trol ove r speak ing pace is a trap which is particu larly common fo r inexper
ienced people. However. of the five traps listed here, it seems the easiest for people to 
ove rcome. 
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2. LOSING SEQUENC E DURING PRESENTATIONS 

Managers, sa lespeople, consultan ts. and those in many oiher kinds of jobs often need to 
make a verbal presentation or report. 

If the decision maker to whom th is report is presented happens to be a Low Reactor. the 
presenter often jumps about, leaving some areas out and mixing up the intended sequence 
of the presentation. 

An example of how easi ly sequence can be lost when presenting to a Low Reactor ca n be 
seen in the next table which shows how far the behav ior of the person to whom a case is 
presented can influence the continuity of the presentation. 

LOSS OF CONTINUITY DURING VERBAL PRESENTATION OF REPORTS 

An analysis of 23 managers present ing ve rbal rcpom to assessors 
during a tra ining program yielded the folloWing results: 

AVERAGE 
LOW REACTING REACTING 

BEHAVIOR Of MANAGER ASSESSOR ASSESSOR 

BACK·TRACK ING TO EARLIER 
OR OM ITfED POINTS (aver::.ge 5.1 3.1 
per 10 minu te dala sample) 

J UM PING·THE·GUN TO POINTS 
NOT YET APPROPRI ATE TO 
SEQUENCE (pe r 10 minute 2.8 0.3 
data sample) 

TOTAL SEQUENCE BREAKS 
per 10 minu te data samp le 7.9 3.4 

3. OVER·REACTING 

One of the mos t dangerous traps with Low Reactors is a tendency for people ( 0 ove rreact 
and make un true, exaggcra led, or abusive stalemenlS. 

Because the Low Reactor appears unresponsive. it is easy to make the mistake of I rying. 10 
ge l a response by overs tat ing. Results from a st udy of 28 management and trade union 
negotiators in the chemical and engineering indust ries demonstrate this. 

The negoliators were observed duri ng ac lua l on-the-job nego tiations , and a frequency count 
taken of [Ile ntlmber of words they used which were emotionally charged or contained a 
high value-loading. The findings show a sign ifican tl y higher perccnlage of these oVt'Neacling 
words during ncgolia[ions willl Low Reactol'3. 
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OVER-REACTING BY INDUSTRIAL RELATIONS NEGOTIATO RS 

BEHAVIOR OF OTHER SIDE DURING 
NEGOTIATION 

LOW AVERAGE 
REACTING REACTING 

PERCENTAGE USE OF 
EMOTIONALLY CHARGED OR 
VALUE-LOADED WORDS BY 9.3% 4.8% 
NEGOTI ATO R 

A similar technique was used to analyze s ta tements ma de by Rank Xerox salespeople abou t 
the ir own products and the prodUl.:ts of their co mpetitors. Every state men t recorded by an 
o bserver was ra te d by a number of inde pendent judges to assess whether it was fac tuall y 
correct , sligh tly overs tated, defin itely overstated , or clearl y untrue. 

The pe rcentage of overstated and untrue statements was significa ntl y greater to Low 
Reat: ting customers than to Average or Hi gh Reac ting customers. 

OVERREACTING TO CUSTOMERS BY SALES REPS 

PERCENTAGE OF STATEMENTS MADE STATEMENTS MADE TO 
BY SALES REPS ABOUT OWN AN D 
COM PETITORS' PRODUCTS RATED LOW R EACTI NG AVERAGE 
BY INDEPENDENT JUDGES AS CUSTOMERS CUSTOMERS 

FACTUAL 64"" 79% 

SLIGHTLY OVERSTATED 20" .. 16% 

OVERSTATED 13% 4% 

UNTRUE 3% 1% 

The tendency 10 overstate is not confi ned to salespeople. Simil ar s tudies show a signifi cant 
likelihood for man agers to exagge rate whe n t rying to convince Low Reactor co lleagues. 

4. ASKING FEWER OUESTIONS THAN USUAL 

Mos t people will sugges t that the best way to deal wi th Low Reactors is to ask lots of 
questions. They are right. Research shows that the most effec ti ve stra tegy for dealing with 
Lo w Rt:actors is to ask qUl'stions, particularl y ones which in vit e a reacti ng response such as, 
"How do you fee l about this poin t?" or, " Wou ld you accept this? " , 

Unfortu nat ely, althou¢l nearly 80 percent of people SO}I that they deal with a Low Reacto r 
by aski ng morc questions, less than 30 percen t ac tually do. 

This is ill ustra ted by anothe r Rank Xerox study which sho ws, from a sample of 196 
sa lespeople. the lower tltc of SEEK ING behavior when selling. to Low Reac ting custome rs. 
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ASK ING FEWER QUESTI ONS TO LOW REACTORS 

LOW REACTI NG OTHER 
CUSTOMERS CUSTOMERS 

AVERAGE NUMBER OF QUESTIONS 11.2 16.8 
PER CALL 

5. GIVING TOO MUCH INFORMATION 

Because the Low Reactor shows little response , most people feel that in some way they 
have f:lil ed to communicate. As a result, they tend to repeat previous points, LLsing tell-tale 
phrases like "10 put it another way," or, "what I'm really trying to say is ... :' 

A study of 56 managers presenting verbal cases to managers more se ni or than themselves 
shows how the tendency for repetition is greater when the case is being presented to a 
Low Reactor. 

REPEATING POINTS TO LOW REACTORS 

SENIOR MANAGERS WHO 
BEHAVED AS 

. 
LOW AVERAGE 

REACTORS REACTORS 

NUMBER OF POINTS REPEATED 
OR REPHRASED (pe, 10 min. 6.4 2.9 
data sample) 

Another consequence of giving too much information to the Low Reactor is that peop le 
often give more than they intend. In selection interviews, law COllrts , and other places 
where a low level of reaction is normal , people often come away having given a grea t deal 
of information whi ch they would rather have concealed. 

A speci fic case or giving too much inrormation is the salesperson's tendency to give fea tllre 
statements about products rather than benefit stalemelllS when se lling to a Low Reactor. 
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INFLUENCE OF LOW REACTORS ON SALES REP'S BEHAVIOR 

LOW REACTI NG OTHER 
CUSTOMERS CUSTOMERS 

PERCENTAGE OF SALES REP'S 
BEHA VIOR WHICH IS, 

GIVING INFORMATION ABOUT 
FEATURES (describing 
characteristics of the product) 41.4% 27.8% 

GIVING INFORMATION ABOUT 
BENEFITS (describing how 
product fC<llllres mee t an 0.6% 4. 1% 
expressed customer need) 

HOW MANY PEOPLE HAVE PROBLEMS WITH LOW REACTORS? 

Many variables influence the frequency and the severity of the problems people encounter in 
dealing with Low Reactors . , 
Althoug.h it would be misleading to attempt precise figures, an indica ti on of the number of 
people who fall into each of the five traps wh ich have ~en described can be seen in the 
summary of the Rank Xerox resea rch: 

PERCENTAGE OF RANK XEROX SALESPEOPLE FALLING INTO TRAPS IN 
OEALI NG WITH LOW REACTORS 

TRAP PERCENT OF SALES REPS 

I. LOS ING CONTROL OVER SPEAKING 10·15% 
PACE 

2. LOSING SEQUENCE DURING 25·30% 
PRESENTATIONS 

3. OVER·REACTI NG AND 55·6W 
OVER·STATING 

4. ASKING FEWER QUESTIONS 75·80'"," 
TH"'N USUAL 

5. GIVING TOO MUCH INFORMATION 75·80'~ 

BY REPEATI NG AND LISTI NG 
FEATURES 
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HOW MANY LOW REACTORS AR E THERE? 

It is dirticull . and pe rhaps not ve ry meaningful, to SC I an exact figure on the number of people 
who are like ly to behave as Low Reactors. The behavior palt\.!rtlS which arc associated with th e 
Low Reactor, an absence of SUPPORTING and DI SAG RE EING, ca n be adopted a t wil l. 
Selection interviewers, for example, are likely to be Low Reactors when cond uct ing interviews, 
but that gives little guidance about how they may behave in othe r si tuations. Similarly, 
p rofessional buyers are morc likely to be Low Reac tors than the less expe rienced buyers but we 
cannot predict from that whether they will behave as low Reactors elsewhere. St:nior managers 
arc significantly morc likely [0 adop t behavio r pattems low in SUPPORTING and DISAGREE· 
ING when interacting with other people in their organizations than arc middle or junior 
managers. Again , this does not enable us to make p redictions about how they will behave 
outside. 

A cu ri ous example of how fa r the level of a person's reaction is determined by speci fi c job 
circums tan ces comes from the Rank Xerox sa les s tudy where the levI!! o f a cus tomer's reaction 
is correlated wi lh the siz.e of the machine bei ng sold. 

PERCENTAGE OF RANK XEROX CUSTOMERS WHO ARE LOW REACTORS 

PE RCENTAGE 

660 (SMALL MACHI NE) PROSPECTS 18% 

4000 (MIDDLE MACHI NE) PROSPECTS 31% 

3600/7000 ( LARGE MACHINE) PROSPECTS 46% 

TIle association between react ion leve l and mac hin e siLe is best explained by dividi ng CUSI01llCrs 

int o two types: 

PRIMARY CUSTOMERS 

SECONDARY CUSTOMERS 

buying for their 
own lise or for usc 
under their con lrol : 

buying o n behalf 
of the end user : 

J6',lf ARE 
LOW REACTORS 

47"(, ARE 
LOW REACTORS 

h is not important that level o f react ion is variable so that a person may be a Low Reac to r on 
one occasion and not on another. What is important is that the Low Reacting s t yl~ of behavior 
is difficult to handle. Most people recognize the problems of handling thOSe high all DIS
AGREEING be havior and develop strategies to help them cope better with such individll~ls . With 
the Low Rea ctor, th e problem is more diffi cu lt . Few people ever consciolls ly recognize the Low 
Reac tor. 

It is common for a salesperson or manager to come ali t of a Low Reactor's Oflil:l' ree lin g 
ashamed of a poor performance. In contrast, after t rying to convince a High Disagreer , most 
people can at least fee l they we re up against a tough customer anti dcrivl' SaHlI! comfort frOIll 
knowing that success would be h:lrd to achieve. The Low Reactor, although the hardest or:l ll to 
persuade, usually leaves people blam ing themse lves for poor com muni ca t ion. 
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THE HIGH REACTOR 

Unlike Low Reactors . people have no difficulty in getting fct:dback from High Reactors. They 
arc characteristically quick to SUPPORT or DISAGREE oller issues . 

Whereas Low Reac tors crea te a problem for other pf!ople. Hi gh Reactors are more frequently a 
problem for ,h(,I1I$C'/t '{'s. In particular. they show a tendency to react too soon. They back an 
issue or allack a person when, by wailing. or with a few more questions , they might have 
discovered inrormation which would have resulted in a different reaction. 

High Reac tors, therefore. take 3 risk. Unless th ey are also particularly high on SEEK ING 
INFORMATIO N and TESTING UNDERSTANDING, which are behaviors that explore the views 
and contributions of others. they arc likely to risk a wrong reac tion. This often affects their 
status within the group . Individuals high in REACTING and low in SEEKING behavior arc 
fn.'quC'ntly r:Hccl as unthinking, hasty, and distor ting the views of others. Their support may be 
SCU ll as worth comp:.lr:J tivuly li ttle. 
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SUMMARY OF MODELS FOR EXPLAINING REACTION BEHAVIOR 

I. REACTING behaviors put forward an evalultion of other people's contributions. 

2. There are three component behaviors: 

SUPPORTING DI SAG REEING DEFENDING/ATTACKING 

3. SUPPORTI NG expresses favo rable or positive reactions. DISAGR EEING an d DEFEN DI NG! 
ATTACKING express unfavorable or negative reactions. 

4. EXPRESSING NEGATIVE REACTIONS 

x 

Disagreeing 

rational, issue· 
centered 

x 

Defending/Attacking 

emotional 
personal
centered 

5. Low Reactors show very little reaction , positive or negative, to other people's contributions. 

Traps in dealing with Low Reactors 

• Losing control over speakin g pace. 

• Losing seq uence du ring presen tations. 

• Over-reacting and over-stating. 

• Asking fewer quest ions than usual. 

• Giving too much information by repeating and listing features. 

6. Hi gh Reactors exert a large proportion of their behavior in eV;lluating o ther people's 
contri bu tions. They lend to react too soon and jump to concl usions. 

7, Level of reac tion is determined by specific job sitllations. For example. senior managers. 
selection interviewers and professional buyers arc all likely to act as Low Rt!actors. People's 
level of reaction changes accord ing to the roles they arc performing. 
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CLARIFYING MODELS 

Models for Explaining Behavior 

© 1975 by Neil Rackham. Huthwaite Research Group 
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TASK GROUP BEHAVIOR 

IS MADE UP OF 3 COMPONENTS 

INITIATING 

REACTING CLARIFYING 

BALANCE MODEL 

INITIATING 

PROPOSING 
BUILDING 

CLARIFYING~----~~~~----~ 

TESTING UNDERSTANDING 
SUMMARIZING 
SEEKING INFORMATION 
GIVING INFORMATION 
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REACTING 

SUPPORTING 
DISAGREEING 
DEFENDING/ 
ATTACK ING 



MODELS FOR CLARIFYING BEHAVIOR 

Clari fying behav iors are those wh ich exchan ge information , facts. opinions, and clarifi cation . 
There arc four component bch:lVio r categories: 

TESTING UNDERSTANDING 

SUMMARIZING 

SEEKING INFORMATION 

GIVI NG I NFORMATION 

a behavior whi ch seeks to establish whe ther o r not an 
earlier contribution has been understood. 

a behavior which res tates, in a compact form , the 
content of previous discussions o r events. 

- a behav ior which seeks fac ts. op inions, o r clarificati on 
from others. 

a behav ior whi ch offe rs facts, opinions. or clarification ru 
others. 

As with the other major classes of behavior, the balance of these fout component behaviors can 
be used to const ruct and tes t models for jUdging the effec t of CLAR IFY ING on groups. 

OVERALL BALANCE 

Case Study 6 in Sec tion 1 of th is Uni t, ill ustrates some of the problems of a group whi ch is 
low in CLARIFYI NG be hav ior. However, in most areas of commercia l li fe, groups li ke the one 
desc ribed are rare . Fo r every group whicb is particularly Iowan C LAR IFYING , there are a 
dozen whi ch are nearer 10 Case Study 3, where clarifyi ng has become almos t the sole activity of 
the group. 

Onc of [he reasons why groups take so long to achieve so little is an excess of CLARIFYI NG 
behavior. Reducing redundant clarificati on can have dramatic effec ts on a group's efficiency. 

EFFECT OF INDIVIDUAL CLARIFYING CATEGORIES 

As with the other be havior classes . the tota l vo lume of C LARIFYING only prov ides part o f the 
picture . It is important to know Ihe type of CLAR IFYING behavior, wh e the r GIV ING or 
SEEKING INFORMATION. TESTI NG UNDERSTANDING. 0' SUMMARIZING, in md" to 
make vali d j udgmcnt s about its e ffec tiveness. 

GIVING INFORMATION 

This is usua ll y the mos t co mmon behavior of all the 11 categori es. In some cases . the amount 
of information giving can {'xcced 50 percell I of an indiv idual's or a group 's be havior. 
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Mee tings cha racterized by high level of G IVING INFORMAT ION are frequently: 

I. TIME WASTING 

Meetings which are rat ed by participants as wasting time are strongly correlated with 
the amount of information giving. The mos t common form of t ime consumption is for 
each perSon in the meet ing to add de tails, anecdotes, views, and experiences which are 
non-contribu tory to the decision-making process. 

1. CONFUSING AND DIVERGENT 

Especiall y where T ESTI NG UNDERSTAND ING and SUMMARIZING 3 f t' low, th e 
meeting high in GIVING INFORMATION is likdy to have a "swimming in sy rup " 
fee ling to it. Poi nts become disconnected, the me et ing meande rs, and grou p members 
become confused. When they attcmpt to resolve the ir confusion by even more infor
mation giv ing, the resu lt can be disastrous. 

3. SELF-CENTERED 

High information givers are frequently seen as less interested in the views of others 
than in putting forward the ir own points. (This is partly the result of a correlation 
between high GIV ING INFORMATION and high PROPOSING .) When a whole group is 
high on informa tion giving, it someti mes sounds as if each person is running a private 
meeting tha t has no connec tion with the act ivi ties o f anybody else present. 

SEEKING INFORMATION 

The amount of SEEK ING INFORMATION in a meet ing vcry ra rely exceeds the amount of 
GIVING INFORMATI ON. It is frequently we ll be low half the volume ofgivmg. Mee t ings having <I 

high level o f SEEKING INFORMA TI ON arc perceived by pa rt icipants as: 

I. FOSTERING INTEREST IN THE VI EWS OF OTHERS 

Participants rate meeti ngs high on SEEKING INFORMATION <IS s timulating interest in 
the views of others. The exact nature o f this inte rest is seen mort: ckarl y by th e 
contras ts with TESTING UNDERSTAND ING later in this sec tion. 

... CONVERGENT AND FOCUS ED 

Wh~n a meeting is high 0 11 GIV ING INFORMAT ION, there is no guarantee that any 
two sllccess ive contributions will ha ve any rdation to each other. This can lead to 
divergent wande rings. When SEEK ING INFORMATION is hig.h , the conncc rio n betwecn 
successive con tributions tends to be cleare r. This is because SEEKING INFOR MATION 
c!ifher explores a point already made, which tJJercfor~ con nects it CO J previous 
cont ribution . o r asks about a new poi nt , in which C:.lSC the responde nt is likely 10 
connec t it wit h the next point. Meetin gs hi gh on SEEK ING INFORMATION thus :m: 
see n as more focllsed: there is a grea ter likclihooLl Ihat successive speakerS will be 
talking about the sa me thing. 
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In the rare cases where th e leve l of SEEKING INFORMATION is very high indeed, 
especially whe re reaction behaviors are low, there may be ove r-attention to detail and 
an in:Jbility to move forward to new issues. 

3. TlME·SAVING 

It would seem likel y that a meeting with lots of questions would take longe r to 
resolve issues than :J meeting wi th very few questions. Interes tingly, this is not the 
case. There is a positive correlation be tween people's perception of whether a meeting 
saved lime and the vol ume of SEEK ING INFO RMATION. 

TESTING UNDERSTANDI NG 

T ESTING UN DERSTAND ING behavior explores understanding of previous contributions. It ties 
dow n and cla rifies poin ts wh ich may be unclear or ambiguous. It also checks whether people are 
seeing things in th e sa me way. 

A high leve l of TESTING UNDERSTANDING is associated with perceptions of a meeting as: 

I. FA IR 

Peo ple judge that they have had a fair hearing in meetings where the level of 
TESTING UNDERSTANDING is high. 

"') CLEAR 

The clarity of the meeting. is rated high when the re is a lot of TESTtNG UNDER
STANDI NG behavior prese nt. In this respec t. there is a close parallel between 
TESTING UNDERSTANDING and SUMMARIZING. 

3. RATIDNAL 

Mee tings which are high in TESTING UNDERSTANDING are rated as rational. Sup
porling evidence· for this is a significant nega tive correlat ion between the amount of 
DEFEND ING/AITACK ING and the amount of TESTI NG UNDERSTANDING in 
mee tings. When TESTING UNDERSTANDING is high , irrational and emotional 
behav ior such as defending/attacking tends to be low. 

SUMMAR IZING 

SUMMARIZING is a compac t restatement . When we record it, we are very careful to exclude 
two types of behavior wh ich superficiall y appear 10 be SUMMARIZING but are not. 

These are : 

I. The Ext('lIcicd Repetition - where a speaker, intending to summarize. repeats the 
con tent of previous discussion at even greater length than the original. Because the 
speake r has not condensed the content in any way , this is /lot a summary. 
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2. II/troduction of New Material - where a speil ker, while purporting to su mmarize. 
actuall y just introduces more new ideils. 

A high leyel o f SUMMARIZING behavior in a meeting is likely to resull in perceptions of: 

I. STRUCTURE 

SUMMARIZING gives a rorm or struc ture to material in a meeting whit.:h might 
otherwise be very disorga nized. In SUMMAR IZING. a speake r takes prev ious material 
and organ izes it in an intelligible way. As a res ult. meet ings hi gh ill SUMMAR IZING 
are perceive d as more organized and strllc tured than meetings lo w on SUMMARIZING. 

2. CLARITY 

In common wiih TESTI NG UNDERSTAND ING , mee tings with high SUMMAR IZING 
are seen as c lea r . This associa ti on of TESTI NG UN DERSTA NDING and 
SUMMA RIZING as a detcrminnnt of the clarity of a meeilng will be considered again 
later. 

3. CONTROL 

SUMMARIZING is a behavior wh ich is usua ll y the responsibility of a leade r. if the 
meeting has one. It is associated with the leader's role beca use it is a control behavior. 
It can be used to control and orga nize both the con tent and the pace of the meet ing. 
Partly because mee tings with high SUMMARIZING freq uentl y have a leader. they are 
perceived as highly con trolled. Howeyer, this pen:cption of control is still sign ificanll y 
related to the level o f SUMMARIZING, even in inrormal meet ings where no iden ti fied 
leader is presen I. 

INFORM ATION EXCHANGE 

Thc balancc between GIVING and SEEK ING INFO RMAT ION tells liS how a group deals with 
the process or exchanging inrormation. 

INFORMATION EXCHANGE - GIVING/SEEKING 

HIGH 

Giving Information 

LOW 

concern with 
X explaining 

own views 

Seeking Information 
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As ~ broad guide line, we can say that groups Or individ uals very high on GIVING INFOR· 
MAn ON 3re pri marily concerned wit h explaining their own views and op in ions. Thei r low level 
of SEEKING INFO RMATION deno tes a comparatively minor interest in exp loring the views of 
others. 

Some ind ica tion of how the giv ing/seeking balance can be used for feedback. ca n be seen in lhe 
fo ll owing case studies. 

GIVING/SEEKING CASE STUDIES 

Case 1 - LACK OF INTEREST IN THE VIEWS OF OTHERS 

SUBJ ECT CROUP - Prod uct development team in an orga ni zat ion specializing in chemi ca l 
syn lheties. 

PROBLEM 

Giving 
Information 

The group had been mee ting to d iscuss the implications of some recent 
advances in si lico ne chemis try. Each of the five members was an expe rt in 
soml.! area of either silicone or ru bbe r technology. 

Observation of the balance of GIVING INFORMATION to SEEK ING 
INFO RMATiO N produced thl;! fo ll owing graph : 

GIVING/SEEKING BALANCE 

100 X David 
x. Charles 

X Barry 
80 

X Maurice 
60 

X Bill 
40 

20 

o 20 40 60 80 100 

Seeking Information 

Overall. the group was tlsing an average of 6.4 glvJng to each seeking 
behav ior. Individua ls were read il y putting forwa rd their ow n views but 
wen:' showing no inclina tion to l'xplorc points put forw:lrd by oth t' rs. 
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ACTION 

At the end of the meeting, pa rticipants were asked to write down the 
main points wh ich they had made and the main points made by others. 
Naturall y, as in mos t grollps, people remembered their own points mos t 
eas il y. Here arc the results: 

1. The average /lllmber of points reco rded for others was lowe r 
than the aver::age recorded by participants for their own 
contribut ions (5.7 against 8.2). 

2. When people were asked 10 judge the importance of 
made, points from other members were rated 
importance than their own poin IS. 

the points 
lower in 

3. Peop le were then asked to think abou t clch point and rate 
whether they had enough in/Ormafioll to decide on its 
acceptab ilit y. Less tlinn half o f the points (42%) were rated as 
providing slifficie.nl information on whit.:h to make a decision. 

4. Group members were asked what questions they needed to have 
answered in order to make a valid dec ision. Figures cannot be 
compared bcc;l use two individuals wro te "too many questions to 
list here." Yet during the meeting iISi,.'Jf, very few ques tions were 
asked. 

5. Group members rated each olher as showing vc ry low interest in 
any ide:ls excep t thcir own. 

- The group was shown the graph and the summary of their r;l tings. After 
disclIssion. they accepted tll;lt their presenl way of working was 
counterproductive, For the next mceting, they se t an objective in£'rl'Qsillg 
the amount of SEEKING INFORMATION and decreasing G IVING 
INFORMATION. They achieved Ihis. reducing the ratio of giving 10 
seeking from 6.4 : I to 1.1: 1. The ir perception of the meeting also 
changed. They remembered marc o f o ther people's po ints, showing an 
increased interes t in each others' views and having fewer unnnswercd 
questions at the end. 

EFFECT OF CHANGING GIV IN G/SEEKING RATIO 

AFTER GIVING/ 
INITIAL SEEKI NG RATIO 
MEETING FEEDBACK 

TOTAL GI VING 
INFORMATION 376 361 
BEHAVIORS 

TOTAL SEEKING 
lNFORMA TlON S9 172 
BEHAVIORS 

RATIO 6.4: I 2.1: I 
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EFF ECT OF CHANGING GIVING/SEEKING RATIO (Continued) 

AFTER GIVING/ 
INITIAL SEEKING RATIO 
MEETING FEEDBACK 

INTEREST IN 
VIEWS OF OTHERS 2.2 4. 1 
(MAX INTEREST = 7) 

NUMBER OF POINTS 
RECALLED 

• OWN 8.2 7.5 

• OTHERS' 5.7 9.3 

PERCENT OF POI NTS 
WITH SUFFICIENT 42% 6 1% 
INFO. FOR DECISION 

Case 2 - INDIVIDUAL DIFFERENCES IN GIVING/SEEKING RATIO 

SUBJEcr GROUP - Buying committee in the petrochemical industry. 

SITUATION 

Giv ing 

- A mee ting of the six·man buying committee showed the following balance 
of GIVING INFORMATION to SEEKING INFORMATION. 

GIVING/SEEKING RATIOS 
150 

X Peter 

125 

100 

Information 75 

• Neil 
50 

Ken • 
• Pat 

25 x John 

• Harry 

0 25 50 75 100 125 

Seeking Information 
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As the graph shows, J ohn and Pe ter displayed an unusual balance of 
GIVING INFORMATION to SEEK ING INFORMATION. Peter gave 
information more than 16 times as often as he sought it. Joh n. on the 
other hand, was asking almost live questions for every giving behavior. 
Were the behaviors of Peter and 10hn app ropria te? Shou ld Pete r seek 
more? Should 10hn seek less? 

It would be dangerous to draw such conclusions. The appropriateness of 
an individual's behavio r is dependent upon the particular situa tion in which 
they are placed. The mee ting had been called to hear a report from Pete r 
about the adva ntages and disadvantages of changing t.o a new supp lie r. 
Pe ter 's role was, therefore , one whe re high information giving was called 
fo r. John was [he leader of the meeti ng and. as part of the leade r's role, 
was questionin g Peter about the det:li ls of his report. 

Th is example illustrates that an individual's behavior must be judged 
according to its approp ria teness to a specific si tuation . If, for eKample , 
Harry had bee n presen ting the report and the bulk of GIVI NG 
I NFO RMATI ON had co me from Peter , that wou ld have been 
inappropriate. 

A BEHAVIORAL HABIT 

Certa in be havio r pa tterns are habit·foflning. We tend to adop t behaviors in particular s itua tions, 
and we develop habits which are hard to break, even when the behavio r is no longer 
appropriate. 

An example of th is can be see n in the behavior of many people in expert or specialist 
functions. In research ca rried out in a to bacco manufactu rin g firm . researchers fOLLnd a pec uli ar 
and significant corre lation be tween the way pt.:ople behaved during training groups :lnd their 
Work background. 

BACKGROUND OF PARTICIPANTS 
BEHAVIOR OF TECHNICAL! 
INDI VIDUA LS IN SPECIALIST NON·SPEC IA LIST 
TRAINING GROUPS (N=S2) (N=90) 

PERCENT OF GIVING 
INFORMATION 38.2 31.0 

PERCE NT OF SEEKING 
INFORMATION 9.7 14.3 

GIVING/SEEKING 
RATIO 3.9: I 2.2: I 

As the table shows, those with technical , scientific. or specia list backgro und s were much more 
likely to give informa ti on and less likely to seek information than thost:' from nOlHcch nical 
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backb'TOunds. The contents or the training group disCLlssions were complete ly non -technical, so 
the obvious explanation that this difference resulted from familiarity with the su bjec t matter was 
ruled alit. 

The hypothesis, confirmed by sample interviews with part icipants from both backgrounds, is thai 
this Jjfference arises from a behavioral habit pattern. The spec ialist normally builds up 
experience with meetings in a characteristic way . One of the tobacco chemists described his 
meetings career 3S follows: 

The first half-dozen or so meetings I went to, I was clearly the most junior person there. 
I'd been brought there because I had information they might need , I just waited and tried 
to answer any questions they put 10 me. In th ose days, I wouldn', have dared to make any 
suggestions or anything like that - and I ce rtain ly wouldn't have 3sked tliem questions. I was 
just wa lking infonnation , on tap as requi red. I suppose I built up the habit then. To me, 
meetings were places you went to pass information on. It didn't really strike me thai I 
might have some func tion in quest ioning o ther people, You see, I was always the ex pert; 
people asked me the questions. I feel that I've carrieJ this over to my present job. I'm 
often runn ing the mee ting now, and I rea ll y have to force myse lf not to go on playing the 
expert. I'm just nol used to expioring what other people have to say, But it's not a lack of 
interest in my case: more a lack or practice. 

BALANCE OF SEE KING INFORMATION AND TESTING UNOERSTANDING 

SEEK ING INFORMAT ION :lnd TESTI NG UNDERSTANDING are both ways of inquiring about 
the t;ontribulions of othen;, The difference is that while SEEK iNG INFORMATION explores the 
issues themselves, TESTING UNDERSTANDING explores differences in people's perception, 
interpretation, and understcmding of these issues. We have al ready seen that meetings high in 
SEEKING INFORMATION and those high in TESTING UNDERSTAND ING are perceived 
somewhat differen tl y, 

PEOPLE'S PERCEPTION OF MEETINGS HIGH IN 

TESTI NG UNDERSTANDING SEEKING INFO RM ATION 

INTEREST IN VIEWS INTEREST IN VIEWS 
OF OTHERS OF OTH ERS 

HIGH FAI RNESS TO CONVERGENT AND 
OTHERS FOCUSED 

HIGH CLAR ITY TIME-SAVING 

HIGH RATIONA LITY 
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This difference c:ln be seen in the following graph. whtae people high on TESTING 
UNDERSTAND ING are rated as havi ng greate r cor~crn fo r o th er people and their 
in terpretations. High set!kers of information are rated ;IS having in tereS l in issues and fact'>. 

PEOPLE'S PERCEPTION OF INOIVIDUA LS HIGH ON SEEKING 
INFORMATI ON OR TESTING UNDERSTANDING 

Testing 
Understanding 

HIGH 

LOW 

concern for 
X people and 

interpretations 

Seeking Information 

concern fo r 
X issues and facts 

HIGH 

BALANCE OF TESTING UNDERSTANDING AND SUMMARIZ ING 

T EST ING UN DERSTANDING and SUMMARIZING have m~lny ele men ts in common . They bO lh 
cla rify and o rganize unders tanding of p revious contri butions. Because of this. the meeti ngs rated 
highest for clarity arl! those highest on TESTING UNDERSTAND ING and SUMM ARIZI NG. 

Research was ca rried ou t to correlate the numbtr of m isunderstand in ~s and misin terp re tations 
that occurred after a met'ting with the amount o f TESTING UNDERSTANDING and 
SUMMARIZING during the mee ti ng. 

ANAL YSIS OF 49 MEETI NGS SHOWING TESTING + SUMMA RIZING 
RELATIONSHIP WI TH ERRORS AND MISUNDERSTANDINGS 

Average Number 
of Errors Per 
Person in Their 
Accounts of 
Principal 
Decisions Agreed 
During Meeting 

5.0 

4.0 

3.0 

2.0 

1.0 

0.OLl<UQ.~2''''l>ZlLL:2''l>''.5oz.fL<"'5:L_7~l>ZdLL:7';l>';_1~0~"'1"'Q."'1'"2'"l>a;';12~l>~_~1"'5liA'"b'"o"v"eCJ 
15% 

Testing + Summarizing (as % of all behavior) 
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The ana lysis of 49 meetings. involving ratings from 197 participants, shows that mee tings which 
are low in TESTI NG UNDERSTA NDING and SUMMAR IZING behaviors are significantly more 
likely to produce errOrS alld omissiolls in people's accounts of the principal decisions agreed to 
in the mee tin g. Beca use meet ings vary in length and pace. the overall /llImber of TESTI NG 
UNDERSTAND ING and SUMMA RI ZING behaviors is an insufficient guide to their e ffect on the 
meet ing. The inves tigators too k. as their criterion TESTI NG UNDERSTAN DI NG and 
SUMMAR IZING behavior as a percentage of the total meeting behavior. For example, if, in a 
meeti ng. a lotal o f 200 contri butions was recorded, three of which were TESTING UNDER· 
STA NDI NG and seve n of which we re SUMMARIZING, the combined perce ntage of T ESTING 
UNDERSTA NDING plus SUMMARI ZING would be 

3 + 7 
-- X 100 % = 5% 
200 

As the anal ysis above shows. meetings with less th an 2Yl percent T ESTI NG UNDERSTANDI NG 
plus SUMMAR IZING produced an average of 4.3 errors and omissions. However , once the 
volume o f T EST ING UNDE RSTAN DI NG plus SUMMAR IZING exceeded 10 percent of the total 
contributions. tht=rt! was no significan t change in the error rate of 1.1 errors per person. 

We can therefore co nclude th at if it is important for people to have a clear understanding of 
th t: decisions wh ich have been reached in a meeting, th en roughly one behavior in every 10 
needs to be eithe r TESTING UN DERSTANDING or SUMMARI ZING. 

SUMMARY OF MODE LS FOR EXPLA INING CLARIFYING BEHAVIOR 

I. CLARIFY ING behaviors exchange information, fac ls. opinions, and clarificati on. 

2. T he re are four c.o mpone nt behav iors: 

TESTING UNDERSTANDING 
GIVING INFORMAT ION 

SUMMAR IZING SEEK ING INFORMATION 

3. TESTING UNDERSTAND ING and SEEK ING INFO RM ATION are normall y pUI in the 
fo rm or qllesth,)IIs. SU MM AR IZING and GIV ING INFORMATION norm ally take the 
fo rm o f statements. 
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4. PERCEPTION OF MEETINGS HIGH IN CLAR IFYING BEHAVIORS 

MEETINGS UNUSALLY HIGH ON 
TESTI NG 
UND'G 

ARE LIK ELY TO Interested 
BE SEEN BY in views of 
PARTICIPANTS others 
AS 

Clear 

Rati onal 

Fair 

GIVING/SEEKING BALANCE 

Giving 
Information 

concern with 
x explaining 

own views 

concern with 
exploring view 
of others 

x 

Seeking Information 

SUMM" ~ I Z· 
ING 

Structured 

Clear 

Con trolled 

SEEKING GIVING 
INFO. INFO. 

Interested Time 
in views wasting 
of o lhers 

Time Confusing 
sav ing & divergent 

Convergent Self .. 
& focused centered 

SEEKING/TESTING BALANCE 

concern for 
X people and 

interpretations 
Testing 
Understanding 

concern for 
issues & facts 

X 

Seeking Information 

5. TESTING UNDERSTANDING and summari zing need to constitute 10 percent of ::I II 
behavior if the meeting is to avoid signil1cant errors and om issions in people's 

perception of decisions. 

62 



Interactive Skills Program 

Section 6 

PARTICIPATION CONTROL MODEL 

Models for Explaining Behavior 

© 1975 by Neil Rackham, Huthwaite Research Group 
England 

-.::::::= MANAGING TASKS THROUGH PEOPLE ======= 63 ======::/ 



BRINGING IN AND SHUTTING OUT 

BRINGING IN ~md SHUTTING OUT Jrc process behaviors. 

BRING ING IN - A behavior which directly attempts to involve anoth\!r individual or to 
increase the individual's opportunity to contribute to th e discussion. 

SHUTTING OUT - A behavior wh ich excludes another individual or reduces the 
ind ividual's opportunity to contribute to the disCllssion. 

Unlike the INITIATING. REACT ING. and CLARIFYI NG behaviors. BRINGING IN and 
SHUTTING OUT do not have contellt. They occur in conjunction with o ther b~haviors. 

For example, if persons lise SHUTTING OUT behaviors. they normally do so in crueT to use 
one of Ihe other ca tegories as well. They do not j ust interrup t- they interrupt by PROPOSING, 
by DISAGREEING, or by GIV ING INFOR MATION . 

Beca use of this, BRING [NG IN and SHU'r n NG OUT are not recorded in iso[alion. They may 
or may not be present whatever the balance of the other categories. 

LEVEL OF SHUTTING OUT 

Peop le rate mettings very high in SHUTfING OUT .1s: 

• disorganized. 

• active. 

• showing lack of considerati on. 

Individuals high on SHUTTING OUT rece ive similar ratings. 

The most common form of SHUTT ING OUT is interrupting. It is most unusual, llnd proh:J.bly 
undesirab le. for participants in meetings to :J.void SHUTTING OUT en tirely. ~·.leelin g.s wllere 
SHUTTING OUT is absent are like ly to take longer than is reall y necessa ry. 

LEVEL OF BRINGING IN 

People rate mcc tin t;S high in BRI NGING IN as: 

• participative. 

• evidencing interes t in the views of others. 

• c:vidcncing consideralion. 

Individuals high on BR ING ING IN arc likely to receive favorab le ratin gs from other partic ipants 
in te rms of their overall contribution 10 th e progress and sucl:ess of the meeting. Note that th e 
opposite does no t apply. Those high on SHUTTING OUT behavior do not necessa ril y ~cl!ive 
unfavorable ratings. 
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A MOOEL FO R BRI NGI NG IN A NO SHUTTING OUT 

BRING ING IN and SHUTTING OUT have an element in common. They both control the 
part icipation of other individuals. SHUTfING OUT controls part icipa tion by excluding people 
and preve ntin g them from making or completing their contributions. BRINGING IN con trols by 
involving pcopk who would not otherwise have made a contribution to the discussion. in each 
case, 3S a result of the behavior, the paHem o f olher people's participation has been altered. 

Bringing In 

CONTROL OF PARTICIPATION 

HIGH X cont rol by 
involvement 

LOW 

Shutting Out 

control by 
X exclusion 

HIGH 

'It is of co urse. compa rat ively ran~ to sec ei the r of thest' extremes. There is one common 
silU at ion. however, in which individuals frequently show themselves to be unusually high or low 
on th ese. behaviors: thai is when they find themselves in the role of meeting Leader. 

WHEN TO USE BR INGING IN A NO SHUTTING OUT 

A high level of BRINGING IN is app ropriatl' for mee tings where: 

I. 

3, 

The Le:J(kr is th ~ most s('nior persoll present. If :J se nior person is running a meeting 
and is lIsing il high level of SHUTTING OUT (control by exclusion). then junior 
people b~cOTllc hesi tant <IbOlll making contributions 10 the discussion. 

The meeting is 10 be run as :In AMPLIF IER MEETI NG. A high level of BRING ING 
IN encourages BU ILDING , espl.'ci:llly when it is dOlle se lec tively. 

Participu llIS arc hesitant to conlribute. Frequently , in mee tings where participants do 
not know each o ther well , participants are reluctant to lise INIT IATING or 
REACTING behavior. In extreme cases. they may be reluc.tant to lISC CLARIFYING 
behav iors, but th is is ra re. The use of BR ING ING IN is one of the simplest strategies 
to encourage INITIATING or REACT ING contributions from hesitant people. 
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A high level of SHUTTING OUT is appropriate fo r mee tings where: 

I. Tight time constrain ts exist. Although an extremely high level of SHU1TING OUT is 
counte rproductive in almost all circumstances, a moderately high level can be useful 
where there are many issues to deal with in insufficient time. 

1 . The meeting is to be run as a FILTER MEETING. Because a FILTER MEETING is 
going through a reduction activ ity, lime can be saved if SHUTTING OUT behavior is 
used to prevent such things as: 

• the re-opening of lost causes, where attempts are made to bring up issues already 
decided. 

• the repe tition of unnecessary detail. 

• extended declarations of alignment and support. 

3 . Participants attempt to domina te. Often, SHUTTING OUT proves t11e simplest and 
mos t efficient way to preven t individ uals from dominating the group's discussions. 
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DIAGNOSTIC CHECK-LIST 

HOW TO USE THIS CHECK· LlST 

On the left hand side of the fo ll owing pages are 20 questions. 
Your group can use these questions [0 pinpoint problems which 
may be influencing the group '5 effective ness. When the answer to 
any quest ion is YES, then the nex t column gives the appropriate 
behavior categories , ratios, and levels so that you can use behavior 
analysis to check these questions out in a more precise wa.y. The 
colu mn on the right gives some appropriate actions to ove rcome 
the problem. 

68 



ill 

DIAGNOSTIC QUESTIONS 

I. Is the group failing h) 

read. an agreed deci 
sioll efficiently? 

IF TH E GROUP IS FA ILI NG TO 
REAC U DECISIONS EFFIC IENT· 
LY , IS TillS BECAUSE OF: 

2. going fOUII,1 in circles? 

3. too m:.my altemativrs? 

PItQflhBLE ChUSES 

O'f'('k \lvendl ballln(:e of INITIATING , 
REACT ING, and CLARIFYING. Are 
all threr d~ss\!s sufficirnrly present'! 
(See Sectiun I for more dC1Uils.) 

Check INITIATING. REACTING, 
CLAR IFY ING halance. 1·1:ls the gluup 
gourn into a c1o~d lonp in one of the 
three. classes? In particular. is 
GIVING INFORMATION vrry high? 
If abovl' is 45·50 percent of all 
behavior then the probklll is 
likely 10 be here . 
(See $edion I fu , mOre details.) 

Owd INITIATING behaviur levr!. 
If the Irvel uf INITIATING exceeds 
20 percent of all contributions, then 
it may De a justilied condusion . 
01 herwist' , it is more likely that 
the group is making poor use of 
REACTION and CLAR IFYING he
hilviurs. 
(See Sectiun I for more details.) 

CIIt'('k : Is REACTING very low 
tluder 15 !>er(ent of all beh<lvior? 
If so. the group Illay be generati ng 
ideas to compensate fur fai lure to 
react. Deal with the reaclion 
problem first. 

ACTIONS 

If one uf Ihe lIIDjor dasses of behavior is missing, tell the 
merling willeh une and ask Ihelll to help you creatr it 
Fur example . Low 011 INITIATING· "We seem to he 
lacki)lg any good ideas, which I think is pre-venting u~ 
from reachi ng u deciswn. I would like us 10 SlOp reo 
~cling Itl Ihe ideas we alre:ldy have and suggeSt some 
mort ailem:lIiv!' sol utions to the problem \\Ie are 
dealing with. I am sure this wilt hrlp us- do you agrer'!" 

If G IVING INFORMATION is very high. give this feedback 

[0 the meeting by saying something like : "We seem to hnve 
too milch inforlllat ion 10 handle : Irt's consider how we 
can use this infurm31ilm 01 le t 's hear people's reaction 
to it so far. " Restate the purpose of the meeting and 
keep a tight cuntrol on the use of time frolll now on. 

Feed b'lck to the meet ing tha t there is a surfident 
number of ideas :lI1d that whal needs to be done now 
is to link the ideas together (USing BU ILDING heh:lvior) 
or that they need to fra ct to the ideas which already 
exis!. REACTING to them will probably reduce them . 

Again, here the group must be asked 10 react. Try 

to prevent further INIT IATING behaviors, espcclally 

propos~ls, because when INIT IATI NG bel'omes a very 

highly used behavior, it is onen pcrctived ~s a 
means of DISAGREEING. 
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DIAGNOSTIC QUEST IONS 

3. (cont'd) 

4. 100 liule <:Icatlvlty'/ 

5. win/lose (competitive) 
use of jdeas~ 

6. lack o f Support for 
each others' ideas~ 

7. WIlOict within tIll.' group? 

8. emotional. Irrational , aud 
personal issues intruding 
in to the dLscussion~ 

PROBABLE CAUSES 

Check: Is CLARIFYING mostly in 
the form of GIVING ralher than 
SEEK I NG~ If GIVI NG exceeds 
SEEK ING by over 3: I, then the re 
may be problems with /istel.illg 
and a low level of lIuerest in 
other people's ideas. 

O,ct.:k PROPOSING/BU ILDI NG 
balance. Is the meeting Filter 
Qr Ampliller? If Filter. then 
encou rage BUILDI NG. 
(See sect ion 3 for morc de tails.) 

C/.eck : Is it a Filler Mee ting~ Is 
this appropriate 10 the purpose of 
the meeting? 
(See Sect ion 3 rOr more de tails.) 

Chi!('k SUPPORTI NG behavior. 
IF SUPPORTI NC IS lower th:ln 
PROPOSING beh~vior . then 
this di~gnosis is Ilrobably 
cOr reeL 
(See Section 4 fOl mure details.) 

QIld ' Do DISAG REEING and 
DEFENDING/ATTACKING be· 
Itaviors outnumber SUPPORTING 
behaviors? If so. 

Clll'd. DISAGREEING/ DEFEND
ING/ATTACKING balance fOl 
type o.)f connie!. 

ACTIONS 

(See 2 3bove) 

Ask people 10 consider the ide3s that already exist and 
add 10 them. One way is 10 ~sk them to Slate "what 
they like HboUI the exis ting ideas." This often helps 
peullle to begin BUILDING. 

(See 4 above ir you want to change the meeting to an 
Amplifier Meeting.) 

TIle first s trategy is to 3sk the gwup to try and bUild 
on each o thers ' ideas. This is a very positive move 
sim.:e BUILDING is perceived as a means or SUPPORT
ING. The second strategy is to watch for members 
who are SUPPORT ING and use BR ING ING IN 10 Involve 
them mure. 

IC DISAGREEING t5 very high , this will not neces· 
sarily damage the group's working relationship , 
espccililly if it occurs over one pilrlicular issue . 
You shou ld ask the group to identify the things they 
like .. butH a proposed issue liS well as the thing.-; they 
dis like. 

If DEFENDING/ATTACK ING is very lugh , it is worth 
bringing the group to a stup and resolving the cantliel 
which exists. When the group gets going again , 
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DIAGNOSTIC QUESTI ONS 

8. lcanfd) 

9. lack of CQnllection and 
continuity between each 
person's contributions" 

10. lack of interest in the 
vie~ of others? 

II . crossed·wires and 
IIlisunderst ~ nd ings? 

PROBABLE CAUSES 

(Sec Section 4 for more deta ils., 

Check : Is GIVING INFO RMATI ON 
more than three t imes the combined 
leyels of SEEKING INFO RMATI ON , 
TESTI NG UNDERSTANDING. and 
SUMMARIZING? Ir so, an increase 
in these three behaviors would reo 
solve the probleJll. Otherwise. 
(See Section 5 fOr mOIl.' de tails.) 

Chftt'k the ratio of PROPOS ING to 
nUILDING. If above 4 : I , then this 
is a Filte r meeting. 

Check level of SEEKING INFOR
MATION. Ir less than one-quarter 
of the total CLARIFY ING behaviol'S. 
then the diagnosis is almost ce rlainly 
confirmed. 
(See Section 5 fo r more detail.) 

aII'd. TESTING UNDERSTANDING 
and SUMMAR IZING. If less than 
five percent of all behavior, then 
diagnosis i~ confirmed. An 
especially severe combination is 
low TESTING and SUMMAR IZING 
combined wit h high levels of 
REACTING (over 30 percent of 
all behavior). 
(See Section 5 for more detai ls.) 

ACTIONS 

encourage PROPOS ING alld BUILDI NG. These afe about 
the only two tx:haviors whi ch will break the DEFEND
ING 3nd ATI'AC KING "spiral." You shoulll ~Iso en· 
cou rage SEEKING behavior. 

If YUII ure m:magill ,ll this meet ing. increase your level 
of SUMMAR IZING and ensure th ai you se t an example 
[ 0 o thers o f undel standing c\'erybody's contribut ion. 
Use TESTI NG UNDERSTA NDI NG to do this. En· 
COlli age o ther members tu ask questions mure often. 

Refer to 4 above. should you wish to move from 
Filter to Amplifiel meet ing. 

Encourage SEE KING and keep iI tighte r control of 
time. 

In cases such as these, work eit he r to red uce 
REACTING 0 1 to increase TESTING UNDERSTAND
ING and SUMMARIZING . You should aim to increast' 
TESTING UNDERSTANDING and SUMMARIZING 
up 10 a level of about 10· 12 percen t of all other 
be haviors. It does not maile r who in the group does 
lhis, so you may wish to set an example by doing it 
yourself. 
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DIAGNOSTIC QUESTIONS 

11. peuple dropping oul of 
lhe discussions? 

13. individuals trying to 
dominate the meeting? 

14. lack of clarity'! 

PROBABLE CAUSES 

a,eck overall lota ls of behavior 
fo r each pe rson present. If the 
{owe!>t rotal is less than one-half 
of the group average, you In:!y ha ve 
a dropout. Note: Th is approxima
tion does not apply to groups with 
eight or more members. Having 
established a dropout, the calise 
needs to be established also. 
(See Section 6 fur more details.) 

Clle('/( overall totals of behavior for 
each person present. Any person with 
over three times the group average 
is, consdously or otherwise, exerting 
a domm:lIing effect on the group. 
Check which ca tegorks are responsible 
,lIld, in particular, 

CJl£'ck the level of SHUTTI NG OUT, 
which is correlated with people's 
pcrctptJOns of allcmpts to dominate. 
(See Section 6 for more details.' 

Check: D\) TESTI NG UNDERSTAND
ING and SUM MARI ZING constJlll tc at 

ICJst 10 ~Icent o f group behavior? 
If nOI, this is the 1I1USI probable cause 
of lack of clarity. 
(Sec Section 5 fOI more de t<lils.) 

0,,:(",, : Is DEFENDING/ATTACK ING 
presenl'! If so, thls may be a calise. 
even at low Il'vcl) of five percenl 0 1 

less. 
(~e Sect inn 4 fOf male details .) 

ACTIONS 

If the cause of dropping o ut is no t 3 se rious one bul 
more II question of the individual being eit her quiet 
or nOt too articulote, etc., use BR ING ING IN behavior to 
incre~se this individ ual's involvement. Should the reasoll 
fo r dropping out be mOle serious-for example, low com
mitment , low motivation , ele. delegate responsibility and 
tasks \0 the indi yidual concerned during or arter the 
meeting. 

If the individual concerned is j ust con tributing too much 
in total , use SHUTTING OUT be havior to prevent him or 
her , and BRI NGING IN to involye, and therefOI'e increase 
the con tributions of others. If the indiVIdual has a high 
cont ribution level bee3lise of a lo t (If GIVING INFOR
MATION, cut shorl any long speeches. If the ind ividual is 
using a lo t of SHUTTING OUT behavior to domina te olhelS, 
you silOuld feed back to him or her e ither during or after the 
meeting (afler the mee ting LS preferablc if this is one of 
many meetings involVIng this person) how this $II UTI'ING 
OUT behavior is perceived by you and others. 

(Rl'fel 1(1 II abovc.) 

(Refcr \0 8 above.) 
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DIAGNOSTIC QUEST IONS 

14. (conrd) 

IS IT IMI'ORTANT FOR 
Til E GROUP TO: 

I S. read':I high quali ty 
solut ion? 

16. Imvc high CO lllmitment 
t l) decisions Icached? 

PROBABLE CAUSES 

Ched .. : Is SEEKING beha vior less 
than (lnc·thiuJ of GIVINC'! If so. this 
will be a contributory fa ctor. 
(Sec Sel'lion 5 for mOlc details., 

Olf'ck PROPOSING to UUILDINC 
I;Il io 10 dISCOVt'1 whether tht' 
meeting is Fille. 0 1 Amplifier. 
(See Section J for more details.) 

Cht'l'k wht'tht'r tht' meeting is Filter 
IIr Amplifier . 
(See Section 3 for more det:lils.) 

Clu:rk whet her TESTI NG UNDER· 
STANDING and SUMMARIZING 
~r(."entages are sufficient to 
plevent misunderstanding of 
decisions. 

ACTIONS 

En,·t1Iu;lge SEEK ING and TESTING 
Ul\'DERSTANDING . 

Amplifier meelings usually produce better quulilY solutions. 
Therefore. if" PROPOS ING exceeds BUILDING by over 2 : I, 
encourage !lUI LDiNG and bui ld yourself. Ask members to 
state their "likes" for a plUposai. This will hd" them 10 
build. 

Commit ment is lower from Filter meeti ngs. If Ihis is one 
of many meetings wilh s;mil;n 1).1rlll'i pants each time, plan 
the next meeti ng to 

I) choose all issue where 110body h~s fixed percep
lions about that Issue; 

2) give no advanced .. senda of what the issue is: 
J) SlOp the meet ing after the first proposal and :lsk 

members what they like about it ; 
4) pIe vent counter'pl"llposats; 
5) deal with criticism by asking rOT BU ILDING 

beha vior 10 overcome the criticism ; 
6) take the meeting slowly. 

(Refer to II above.) 
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DIAGNOSTIC QUESTIONS 

16. (conl'd) 

17. parlicipate In the 
making of decisions? 

18. be able to remember the 
principle decisions of the 
met't ing aftuwards? 

FINALLY 

19. WAS Til E MEETING 
JUST PLA IN BOR ING, 
EVEN H IOUGIJ IT 
R EACI I (D ITS 
OBJECTIVES? 

PROBABLE CAUSES 

CI,eck whether the )eVi,!1 of 
REACTING beh:Jvior is sufficient 
to bling oul aud resolve any differences 
in pe(lllle's evaluat ion of issues . 

Ou!('k overall total cont ribut ions hy 
e .. dl person. If the spre:Jd exceeds 5; I 
between the hight'si and the 10Vo'cst con· 
tnbutors, then commitment problems 
<I re likdy. 

Chi'ck: Was it a Filter or Amplitle r 
meetmg? 

Clleck: Is BRINGING IN behavior used? 
If not, the Inc-eling is likely 10 have 
lower ratings fur commitmen t and 
part ici pa tklll. 

(Sec Sect ion 6 for more details.) 

O/C'l'k : Do TESTING UNDERSTAND· 
ING and SUMMARIZING re:u.:h 10 per· 
cent of all behavior? If Iml , then 
there. are likl'ly to be significa nt errols 
:'liId omissions in IJoCllplc's memories of 
the meeting. 
(See St'ction 5 fo r more details.) 

CIt('t:k PROPOSING/BU ILDING 
b.d:.mce. Fill!;!r IlIcC:l ings are r31ed as 
unexciting, Amplitl~r are exciting. 

ACTIONS 

(Refer to 3 above.) 

(Refer to 12 and 13 above.) 

Filler meetings are rated low for participation , 
(Refer to 16 above.) 

Bring in the low contributurs yourself. Encourage other 
people to do the same. 

The two behaviors mentioned here are extremely imporlant 
10 post·meet mg commllniCnl. It does nol mailer who IS 

doing the SUMMA RI ZING or TESTI NG. You should do 
il yourself and encourage others to foHow Yl)Ur example. 
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DIAGNOSTIC QUESTIONS 

19. (cont'd) 

PROBABLE CAUSES 

Cl!eck REACTING levels . If these are 
below 10-15 percent of all behavior, 
then partidp:mts may be holding back 
con tr oversial opi nions. 

Check GIVING to SEEK ING balance . 
If GIVING INFORMATION constitu tes 
over two·thirds of all CLAR IFYING 
behavior, then individuals are primarily 
concerned with putting their own ide:JS 
forward, which mily be uninteresting 
for everybody else. 

Check contribut ion levels. Were just a 
few people dominating the meeting with 
the others swit ched orr! 

aleck BRING ING IN to SHtrrTlNG 
OUT levels. Were both behaviors 
very low'! If so, no attempt was made 
to con trol participants' contribut ions, 
which easily leads to boring me undering. 

ACTIONS 
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MANAGING MEETINGS 

MOSI of the previous materials have been. directly or indirectly. Jboul meetings. This section is, 
therefore, largely a summary. It pays special attention to tbe culllrol jillu;tion, to the behaviors 
wh ich Me relevant for the person who holds the rcsr Jllsibility for running the meeting and for 
reaching a slIccessful outcome. 

CHAIRPERSONS AND MANAGERS 

In most practical business situations, the person responsible fo r the mee ting has two competing 
roles. 

I. The Chairperson - Ro le 

The ideal chai rpe rson is an impartial individual solely concerned with the- erneient ;lnu 
fair conduct of th e meeting. The pe rfect chai rperson is interested not in the cOlltellt. 

but in the process by which the meeting operates. 

2. The Manager - Ro le 2 

In most real-life situations, the person chairing the meeting is either th~ most sen ior 
manager presen t o r the person who has ca lled the meeting. In either case, he or sbe 
usuall y has a conside ra ble interest in the content, and is rarely. if ever. neutral. 

These two roles are not easily compatible. Managers, for example, have cont inuous incentive to 
manipula te the process of the meet ing in orde r to innuence the COlllenl. They ure no longer 
neutral and impartial chai rpersons. Even if they make a dete rmin ed attempt at impartiality, thei r 
attention to the balance of content and process issues may be difficult to maintain. If they 
neglec t con tent , others at the meeting may feet suspicious . expecting them to be commilted and 
to provide leadership on content issues. Their neutrality may. therefore. be counterproductive. 
Let's look more closely at these competing expectations. 

CHAIRED M EETINGS 

In o rd~ r to understand how the wider sk ills of managing meetings differ from the narrower skills 
of cha iring, it is useful to consider, as a starting point . the basic behav iors which are important 
to the chairperson's role. 

RESE ARCH STUDY: The behavior of chairpe rsons 

Sample - Thirty-one chairpersons c·hasen as skilled by these three. criteria: 

I, People rated their meetings as fair and efjicienl. 

2. They spen t a significant percentage of their time in chairi ng meetings and had 
at least five years' experience as chairpersons. 
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3. Finall y, the 4 7 candidates who had me t these c rite ria we re eac h assessed by 
independent judges during one or more mee tings and n1l ed a~ain sl a chec klist 
of chairing fu nc ti ons. 

Outcome - Researchers found th at lhe behavior of sk ill ed chairpersons differed signifi cantl y 
from the behavior of o ther people in the meeting. In each ca tegory, differt! nces 
appea red as follows: 

Proposing 

Chairpersons differed only slightl y from o ther peop le in th e meeting in th eir total t'O/lIme of 
PROPOSING. However, the type of proposal was vcry different. 

PERCENT OF PROPOSING BEHAV IOR BY 

CHAI RPERSONS OTHERS 

CONTENT PROPOSALS 1.8% 11. 1% 

PROCEDURAL PRO POSA LS 9.6% 2.4% 

TOTAL PRO POS ING BEH'R 11.4% 13.5,. 

Thl' skilll'd chairpersons avoided proposa ls conce rning the COllie llr or issues of the mee ting, but 
were vcry high on prucedllral proposals. slt ch as. " 1 suggest we on ly spend 10 minutes on this 
issue," o r, '" propose that we take item silt on the agenda next," 

Building 

The chairpersons we re slightly highe r on BUILD ING behavior than the group members. 

Cha irperso ns tended to use a particul:lr form of BU ILDING which i// tegrated points from the 
group, such as, "John has suggested tha t we need to reduce the work loa.d in Acco unts. Bob says 
he wants to use his spare computer capacity. Cou ldn't we make them both happy by pulting 
so me of Ihl' ledger accounts on to the computer?" 

Supporting 

O lairpt."rSons used app rox imately one-third of the volum e of SUPPORTING behavio r used by 
otlier people in th e meeting. 

The chairpl.' fSon's neutrality would pred icta.bly require re latively low SUPPORTI NG, so this is hardly 
a surprising result. 
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In genera l, th e ,hairpt!r5ons were more likely to give support to peopll! than to issues. For 
exa mple, " Louise is right to bring this matter up." 

Disagreeing 

Chairpcrsons we re Iowan DISAGREEING. Again. th is is predictable as a consequ ence of the 
cha irperson 's ncu tr.:llity. 

Defending/Attacking 

The meetings in this research study , parlly because of the influence of skilled chairpersons, were 
rati onal and genera ll y confined to the issues, avoidi ng personal attacks. As a result , 
DEFEN DING/ATIACKI NG was low. 

Testing Understanding 

One of the most significan t diffe rences be tween cha irpersons and ,nembcrs was tht! very high 
level of T ESTING UND ERSTA ND ING: 15.2 percent in the chai rpe rso ns. compared with 3.1 
percen t from group members. TESTING UNDERSTANDING, like SUMMAR IZING, allows a 
ret rospective control of what has been said . It organizes :ind ties down previo lls points and 
people's understanding of them. 

Summarizing 

The difference here (1 1.5 percent for cha irpersons. 0.7 percent for meeting members) is lhe 
greatest for any ca tegory. This emphasizes how st rongly assoc iated SUMMAR IZING is wi th the 
role of the chairperson. T his associa tion is so st rong tha t if ano lhe r rnembr.=r or th e meeting 
attemp ts to SUMMARIZE, it is frequently seen :is a personal I.:hal\cngt!- to the chai rperson's 
auth ority. As we sha ll see, tile wider conce pr of meering mallag(' r would allow this behav ior to 
be delegated. The traditional chai rperson's role can no r pe rmit rhlS to happen. 

Seeking Information 

Olairpersons we re significantly higher in thdr lise of SEEK ING INFORMATION . This difference 
is again a pred ictable ou tcome of tlte chair role. 

SEEK ING INFORMATION is a be havior which combines lIeufralit)' (or apparent neutral it y, :ll 

least) with the capacity to remai n involved and active in the discussion. 

Giving Information 

The chairperson's low level of GIVING INFO RM ATION (21.7 percent agains t 39.4 percent) is 
ano rhe r conseq uence of the neutrality of lhe t raditional ch::liring rotc. Much of th e GIVING 
from mem bers wus opill ioll , and chairpe rsons were low in th is. 
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BEHAV IOR PROFI LE OF CHAIRPERSONS AND NON·CHAIRPERSONS 

PERCENT OF BEHAVIOR BY 

CATEGORY CHAIRPERSONS OTHERS 

CONTENT PROPOSALS '-8% 11.1% 
PROCEDURA L PROPOSA LS 9.6% 2.4% 
BUILDING 33.2% 2.(1% 
SUPPORTING 5.8% 15.5% 
DISAGREEING 2.0% 8.4% 
DEFEND ING/ ATTACK ING 0.1 % '-1 % 
TESTI NG UNDERSTANDING \5.2% 3.1 % 
SUMMAR IZING 1'-5% 0.7% 
SEEK ING INFORMATION 29. 1% 16.3% 
GIVING INFORMATION 21.7% 39.4% 

BRINGI NG IN and SHUlTlNG OUT were ca tegories which 
showed wide differences in lise by the chairpersons. A special 
stud y of th ese ca tegories is discussed later in this section. 

HOW TO USE THE CHAIRPERSON PROFILE 

Sometimes the skills of cll:I irpcrsons need to be assessed, ei ther olHhe·job for evaluation or 
durin g training programs, for giving poten tial chairpersons feedback on thei r performance. Also , 
occnsions may arise when you yourself are rC'l llired to chair a meeting. In such cases, the 
pe.rcc nt:lgc pronJe derived from {he research can be a use ful guide to a chairperson's strengths. 
Among lilt' qu est ions which c:m be answered with this profile are: 

1. Is the chairperso n neut ra l or partis .. m? 

Ilarlisan chairre~ons wi ll be higher than the profile on one or more of the following 
cal<.'gorics: 

CONTENT PROPOSA LS 
SU PPORTING 
DISAG REEING 

DEFEN DING/ATTACKING 
GIVING INFORMATION 

2. Is the chairperson contro ll ing the dire<: ti on of the meet ing'? 

Chairpersons who fail to control the direction of the mee ting will run meetings where 

time is wasted in irrelevancies, several issues are being discussed at once, or the balance 
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of attention between com peting issues is uneven. They will normally be lOlller than the 
profile on: 

PROCEDURAL PROPOSALS 
SEEKING INFORMATION 

3. Is th e chairperson controlling (he clarity and struc ture of the meet ing? 

Chairpersons whose meetings become fuzzy and unclear are usually IOlller than the 
profile on: 

TESTING UNDERSTANDING 
SUMMARIZING 

The use of BRING ING IN and SHUTIING OUT gives important information on whe ther the 
chairperson is can troUing the participation of peop le in the meeting. 

The chairperson high on SHUITING OUT and low on BR ING ING IN will be seen as controlling 
by exclusion, while the chairperson high on BRINGING IN and low on SHUTII NG OUT will be 
seen as controlling by involvemenl. 

BIM IN MmlNGS 

In real meeting situations, the picture is less simple. A strong pl!rception of bias is related to the 
levels o f BRINGING IN and SHUTIING OUT shown by the chairperson. The fo ll owing case 
studies investigate the relat ionship between con trol of participation and perceptions of chai r
person bias. 

Cas. Study - IMAGI NARY BIAS 

Four chairpersons were chosen from a sample of 3 1. The researchers asked each of th~1ll to run 
a normal on-the-job business meeting. They gave each one a random number tab le and agreed 
tha t the chair would SHUT OUT each pa rticipant in the meeting three limes, according to the 
sequence of random numbers. The mee ting proceeded until each chairperson had completed his 
schedule of SHUTfING OlIT. The chairperson then stopped the meeting and ca ll cd in rhe 
researchers who had been waifing outside. The chai rperson exp lai m:d that the res\!3rchers had 
been studying effective meetings and asked e::lch participant to fill in ::In anonymous question
naire rating feelings about the meeting. The key questions were: 

Q5. WAS THE CHAIRPERSON 

COMPLETELY 
UNBIASED 
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06. IF YOU RATED THE CHAIRPERSON AS COMPLETE LY UNBIASED. 
GO ON TO 07, OTHERWISE: 

WAS THE CHAIRPERSON BIASED AGAINST 

A) OTHER PEOPLE 

STRONGLY NOT AT All 

B) YOU PeRSONAllY 

STRONGLY NOT AT ALL 

The res!.!tl rchcrs co mpared the results from these questionnaires with a con trol group 
from mee tings where chairpersons had been asked to ol 'o id SHUTTING OUT behavior . 
They found: 

(a) High SHUTTING OUT chairpersons were perceived as significantly more biased (4.7 
out of 7, compared with 2.8 in the control group), 

(b) This bias was likely to be perceived as directed against the individual , not against other 
people in the meeting. 

This corresponds with eviden ce from o ther meeting studi es wh ich suggests that people raj[ to 
no tice when others are SHUT OUT, allhollgh when they 3rc SHUT OUT themselves this is 
quickly perceived. An interest ing ex(:eption to this is that people usually high on SHUTIING 
OUT behavior often fai l to notice when they SHUT OUT or when others use this behavior 
toward th em. 

So we can conclude th at even when chairpersons are genuinely unbiased, participants in the 
mee ting arc likel y to 

(3) sec them as biased ; 

(b) see th is bias to be di rected against Ulelll persona ll y. 

Case Study - REAL BIAS GOES UNDETECTED 

During these meding studies. videotape was used to record the behavior of chairpersons and 
group leaders. There was some unusual behavior in chai rpersons who were trying to influence 
til l' con tent of the meeting. When a speaker introduced an issue with which the chairperson 
pri va tely d isag.recd, th e chairperson no longer loo ked at th e person talking but , instead, looked 
al othe r people in the mel' li ng fo r signs of disagree ment. The cha irperson then used BRINGING 
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IN behavior to selectively involve these people. By so doing, without ever declaring a position. 
the chairperson was abk to BRING IN people who supported the chair's own views. 

This phenomenon was examined :l littte more formally in an organization in the o il industry. A 
group of very experienced chairpe rsons was se lected and asked, confidentially, to specify in 
advance any issues likely to occur in the meeting which they would try to manipulate in a 
pa rticular direction. These were called loaded issues. The chairpersons were also asked to specify 
any issues about which they felt genuinely neut ral. During the meetings. the chairpersons' faces 
were recorded on close-up videotape so that the eye movements could be studied. II was found 
that : 

FOR NEUTRAL ISSUES 

a) Chairpersons looked a t the speaker for ove r 70 percent of the talking time. 

b) After the speaker had finished , chairpersons exerted lillie control ove r who spoke next. 
(Less than three percent of neutral speeches were followed by a BR ING ING IN or 
SJ-IUTfING OUT behavior from the chairperson.) 

c) Panicipants pe rceived the chairperson as unbiased over these issues. 

FOR LOAD EO ISSUES 

a) Chairpersons looked at the speaker for less than SO pcrcellt of his ialkin~ time_ 

b) After the speaker had finished. the chairperson was much more likely to attempt to 
control whoever partici pated next. Over 15 percent of loaded spccl.:hes were followed 
by BRINGING IN or SHUTfING OUT behavio r from the chairperson. This substantial 
increase in par ti cipation cont rol behavio r was mostly accounted for by an inc rease in 
BRINGING IN, which rose from one percent to nine percent. 

c) Most participants were unlikely to p~rceive the cha irpe~on as biased, even over issll~s 
where to an outside observer he had clearly been maniput:ltive, providing the (;hair
person had uscd a BR ING ING IN and not a SHUTfING OUT str:ltegy for :Ichieving 
his ends. 

MANAGING DIFFERENT MEETING SITUAT IONS 

THE MEETING MANAGER 

Now, in contras t, consider the person responsible for the meeting as a meeting mal/ager. Most of 
our concepts of the ciwiring funl.:lio n :lfe derived from 19th century deboting pr:H:til·c. A more 
productive way to <:onsidcr the chairpe~oll's role might be as a lI1:Jnuge r who is Llsing the 
resources of the meeting to acl/ieJl(! objectilles. and who monitors Ihis process by the use of 
controls. 

84 



This concept opens up a number of intercsting and fl ex ible alternative methods for run ning 
"leeting.'>. The meeting manager, for example, can delega te some o f the con tro l fu nctions, such 
.s SUMMAR IZING, to other members of the meeting. It wou ld be most unusuaJ for a 
chairperson to do this. 

KEEPING THE BA LANCE 

In earlier sec ti ons, we have already seen how the efficiency of a meeting is affected by the 
balance of INITI ATING. REACTING, and CLAR IFYING behaviors. How does the meeting 
manager de tect whether or not the mce ting has an excess, or a deficiency. in these major areas? 
What does th e. manager do to change this balance if it appears to be inefficient? 

The techniques here arc relatively simple. The manager asks group mem~rs specifically for 
contributi o ns from other behavioral classes an d. where necessary. personally take the lead. 

For example, take the case of a meeting low in CLARIFYING. The manager could correct this 
in balance by : 

(a) SEEKING INFORMATION which would brjng out details of the proposals under 
discussion and encourage ot her group members to do the sam e. 

(b) TESTING UNDERSTAN DI NG and SUMMARIZING to ensure that the proper levels 
are achieved. 

(c) BRING ING IN o th er group me mbers and encou raging them to GIVE INFO RMATIO N 
on tht' reasons for their INITIATI NG and REACTING behavior. 

(d) SHUITING OUT group members who attempted to overload the meeting with fu rther 
INITIAT ING o r REACTING behavior. 

As in so many areas of behav ior, the skilJs in managing mee tings lie less in solvi ng the problem 
than in dcfininb it in th e fi rst place. Most mee ting managers. once they have identified behavior 
classes which arc excessive o r insufficient for the purposes of the meeting. have little difficulty 
in correc ting Ihe ba lance . 

MANAGING REACTIONS 

Tht" skillful meet ing. m anager will control the amount of REACTING behavior in the group. not 
only in terms of its overall quoll/ity but also in terms of direction. 

QUANTITV OF REACTION 

The meet ing manager, in addition to maintaining th e overall balance of REACT ING behavior to 
INITI ATING and CLA RIFYING, must also be aware of the reactions of ind ividuals with in the 
group. In particular. the manager must look ou t for : 

(a) THE LOW REACTOR - and seek reac tion from that person , being especially care· 
ful to recogniz.e ihe Low Reaclor correctly . 
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(b) THE HIGH REACTOR - and discourage that person from REACTING too soon. 
The easiest strategy for achieving th is is to use BRING
ING IN to invite reactions from other group members 
fi rst. Unfortun ately. the inexperienced meeting manager 
tends to do the very opposite, first BRINGING IN those 
people who are most anx ious to reaci. This easily results 
in ove rreaction. 

DEFENDING/ATTACKING 

The sk illed meet ing manager controls the type and. therefore , {he direction, of reac tion. In 
particular, the manager tries to avoid an excess of DEFENDING/ ATIACKING in the meeting. 
DEFENDING/ATIACK ING behav ior is usually preceded by early warning signs , such as tension 
in the group, wh ich the skilled manager can detect. Many of these signs are non-verbal. 

The most common ve rbal signal tlllt DEFENDING/ATIACKI NG behavior is about to begi n is 
the use of irritatQrs. These are words which add nothing to th e persuasiveness of <In individ ual's 
arguments but whic h, intentionally or otherwise, serve to irritate other people in the mee ti ng. 

The following extract comes from the earl y part o f a meeting just befo re DEFENDINGI 
ATTACKING spirals began. Irritators are indica ted in bold type. 

CASE STUDY - IRRITATORS 

Richard: 

Alan : 

Doris: 

Alan: 

Doris: 

Alan : 

Doris: 

I think we shou ld move on to considering the objectives. 

AT LAST we can get somew here now. 

Alan , WITH ALL DUE RESPECT. I think we've been getting q uite ... long way. 

Well , I'm just glad that FINA LLY you're prepareli to se ttl e these. 

Alan, we've been very FAIR to YOll over tJlis. I know time is pressing and 
we've BENT OVER BACKWARDS to be REASONABLE :lnd {Q le t yOll have 
you r say. 

OK, carry on over these terms IF YOU MUST, provided you've go t something 
SENSIBLE to say. 

Now just you look here ... 
( DEFEND/ AITACK spiral begins at this pain!.) 

A skilled meeling manager would have detecled rrom th~ irritalors that tension was rising and 
that DEFENDING/ ATTACKING was imminent. It could have been averted by : 

• SIi UITING OUT th e comba tants. 

• BRI NG ING IN others in the meeting. 
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• SEEK ING INFORMATION and TESTING UNDERSTANDING from Alan and Doris in 
an attempt to clarify their differe nces. 

• SUMMAR IZING the alternatives faced by th e group. 

THE CLAR IFY ING RO LE 

Probably the most significant cOnlribu tion which the meeting manager makes is in C LARIFYI NG 
behav ior. In p;Jrticular. the manager con trols th e volume of TESTING UNDERSTANDING and 
SUMMARIZING so that there is enough of each to maintain clarity and prevent m isunderstand
ing. 

What shou ld be done about a meeting where CLARIFYING is high and the other main classes 
of behavior are unusuall y low? The meeting manager here cou ld increase the effectiveness of the 
meeting by : 

(a) asking for specific proposals, such as. "So what 3re we going to do?" or " Is there any 
action to be taken about this?" 

(b) having obta ined proposals, asking for reactioll ; fo r example. "Does anybody object to 
that?" " Will YOLI accept this?" or "How does that s trike you?" 

(c) BR ING ING IN individuals who arc reluctant to reac t and invi ting SUPPORTING or 
DISAGREEING contributions from them. 

Unlike 111(;.' chairperson, th e meeting manager is not compelled by role to TEST UNDERSTAND ING 
and SUMMARIZE. The manager may delegate these behaviors to others in the group. This example. 
irom the openi ng of a meeting of a research team, shows such de legation in action . 

Fred : 

Mary : 

Fred: 

Keith . 

Mary : 

Keith: 

Fred : 

... and since this is likely to be a complex issue, I think it would be lIseful to 
summarize the discussion eve I)' now and then, OK? 

Yes, that's se nsi ble. 

Kdth is probably the person who would do this best. 

Again? I d id it last time, 

But you're good at it Keith. 

Oh ... a\1 right then . Flattery wi ll gd you eve rywhe re. 

Mary. could you keep a particu lar lookout for whether we' re getting our wires 
crossed? Make il your job to lest understanding if you think there's any 
difference in interpretation or any confusion. 

The me~tillg manager is also on the lookout for the most common inefficiency encountered by 
groups- the excessive wordiness associated with very h igh levels of GIVING INFOR MATION. 

Encournging SEEKING INFORMATION. TESTING UNDERSTANDING and SUMMARIZING will 
reduce 11l l' volume of red undant information which besets many meetings . However. there are 
frequently individuals in the meeting who give long. tcdious. and often irrelevant spcedles. SUCh 
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people may be hard to dea l with, particularly if they sh ut others ou l in order to speak, thus 
generating add itional impatience. 

Most managers , when an ind ivid ual fina ll y ends an interminable flow of INFORMAT IO N 
GIVING, are so gratefu l that they pass qu ickly on to the next speake r. This is a poor lactic 
because the individual in question learns nothing from the experience and is likely to repeat the 
behavior at the next opportunity. A good, successful method for dealing with long and 
contentless speeches is' 

(a) to wait fo r th e speech to end. 

(b) to prevent o ther people from immediately respondi ng to it. 

(c) to invite the speaker to SUM MARIZE what they have said, 

This technique normally results in a very significant drop in frequency and duration of long, 
rambling con tributions to a mee ti ng. 

BRINGING IN AN D SHUTTING OUT 

The use of BRINGING IN and SHUTIING OUT as behaviors wh ich control people's participa
tion in a meeting provides the mee ti ng manager with an essential cont rol tool. By judicious use 
of these two tactics, the manage r can grea tly influence the outcome of a meet in g. BRI NG ING 
IN and SHUTII NG OUT arc process behaviors. 

BRI;,GING IN 

SHUTTING OUT 

A behavior which directly a ttempts to involve anothe r indiv idual or 
to increase ihe individual's 0pp0rlunity to cont ribute to the discus
sion. 

A behavio r whi ch excludes ano ther individual or reduces the indi
vidual's opportunity to cont ribute to the discussion. 

Un like the INI TI ATING, REACTING, and CLARIFYING behav iors. BR ING ING IN and SHUT
TI NG OUT do not have cOli/em. They occur in conjunc tion with other behav io rs. 

For example, if persons lise SHUTTING OUT behav io rs . they norma ll y do so in order to use 
one of the o ther categories as well. They do no t just in terrup t- they interrupt by PROPOSI NG, 
by DISAGREEING, 0 ' by GIVI NG INFORMATIO N. 

Because of this, BR ING ING IN and SHUTTI NG OUT are not recorded in isolation. They may 
or may not be prese nt whatever the balance of the oth er categories. 

LEVEL OF SHUTTI NG OUT 

People ra te mee tings ve ry high in SHUTIING OUT as: 

• diso rganized . 

• active. 

• showing lac k or consideration. 
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Individuals high on SHUTTING OUT receive similar ratings. 

the most common form of SHUnlNG OUT is interrupting. It is most unusual. and probably 
undesirable , for participants in meet ings to avo id SHUTTING OUT entirely . Meetings where 
SHUTTING OUT is absent are likely to take longer than is really necessary. 

LEVEL OF BRINGING IN 

People rate meetings high in BR ING ING IN as: 

• participative. 

• evidenc ing interest in the views of others. 

• evidencing co nSideration. 

Individ uals, and managers particu l arly~ high on BR ING ING IN are likely to receive favorab le 
rat ings from other participants in terms of their overall contribution to the progress and success 
of the meeting. Note that the opposite docs not app ly. Those high on SHUTTING OUT 
bchlvior do not necessarily receive unfavorable ratings. 

A MODEL FOR BRINGING IN AND SHUTTI NG OUT 

BR ING ING IN and SHUTT ING OUT have an elemen t in common. They both control the 
participa ti on of o lher individuals. SHUTfING OUT controls participation by e)(cluding people 
:md preventing them from making or complet ing their contribu ti ons. BR ING ING IN controls by 
involving people who wou ld not othe rwi se have n1t1de a contribut ion to the discussion. In each 
case. as a result of the behav ior. the pattern o f other people's pa rticipation has been altered, 

Bringing In 

CONTRO L OF PARTICIPATION 

HIGH X control by 
involvement 

LOW 

Shuning Out 
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WH EN TO USE BRINGING IN AND SH UTTING OUT 

You will remember thai Section Three o f this Unit define_d and discussed two kinds of 
meetings: 

FILTER 
MEETINGS 

AMPLIFIER 
ME ETINGS 

characterized by more than fou r proposals to one bllilding behavior; 

charaderi zed by fewe r than two proposals to one bu il ding behavior. 

A high level of BRI NG ING IN is app ropria te for meetings where: 

\. The meeting is to be run as an Amplifier meeting. A high level of BRI NG ING IN 
encourages BUILDING, especiall y when it is done selectively. 

2. The manage r is the mos t se nior pe rson present. If a senio r person is funning a meeting 
and is using a high level of SHUTTING OUT (con trol by exclusion). then junior 
people become hesita nt abou t making contri butions to the discussion. 

3 . Participants are hesitant to contribute. Frequen tly, in meetings where participants do 
not know each olher well, pa rt icipants are re luctant to use INITIATING or RE· 
ACT ING behavio r. In extre me cases, th ey may be reluctant to lise CLAR IFYI NG 
behaviors, but this is rare. The use of BRINGI NG IN by a meeting manager is one of 
th e si mpl es t strategies to encourage INITI ATI NG o r REACTING contributions from 
hesit;:mt people. 

A high level o f SHUTTING OUT is appropria te for meetings where: 

l. The meet in g is to be run as a Filter meeting. Because a Filter meet ing is going 
through a reduction activity, time ca n be saved if SHUTTING OUT behavior is used to 
prevent such things as: 

• the re--opening of lost causes, where atte mp ts are made to bring up issues already 
decid ed . 

• the repet ition of unnecessary detail. 

• extended declarat io ns of <Ilignme nt and support. 

2. Tight time constraints ex is t. Although an extremely hi gh level of SHUTTING OUT is 
coun terproductive in almost all circumstances. a moderately high level can be useful 
where there are many issues to deal with in insufficient time. 

3. Participants attempt to dominate. Often. SHUTTING OUT by the manuger proves the 
s imples t and most efficient way to prevent individuals from dom in ating the group's 
discussions. 

MANAGING AM PLIFIER MEETINGS 

Meetings with chairpersons are significan tly more likely to be Filter meetings. Over three-quarte rs 
or the Filter meetings s tudied were fed by cflairpersons, bue more than two-thirds of the 
Amplifier meetings were presided over by meeting managers. Apparently [he traditional method 
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of chairing a meeting encourages independent proposals from the partic ipants without giving 
suffic ient encou ragemen t to BUILDING behavior. 

Obviously, if an Amplifier meeting is appropriate to the task, the sk ill ful manager will attempt 
to direct a meeting in such a way that it becomes an Amplifier meeting, and st ill retain 
sufficient control and organization for efficiency. The crucial steps in accomplishing this objec
tive are : 

I. Choos:ing an issue where nobody has fixed preconceptions. 

2. Discouraging pre-mee.ting preparation on the issue under discussion. 

3. Slowing rile initial Slages of [he meeting by: 
a. askjng people. after the first proposal, to identify the things they liked about it ; 

b. inviting BUILDING behavior from group members: 

c. not moving on until development of the existing proposal has been exhausted, 

4. Throughout the meeting, when DISAGREEING occurs, inviting people to 

a. SUMMARIZE the parts they dislike or the inadequacy which they have detected 
in the proposal : 

b. BUI LD on the proposal by developing it in such a way that the parts they dislike 
or the inadequacy is compensated for. 

5. BRINGING IN those people who have contribu ted relatively little. 

Again. note that th is is a very different procedure' fo r dealing with ideas than the traditional 
chairing method. 

SIZE OF MEETING 

The behaviors assoc iated with effective meetings are dependent on meeting size. This applies also 
to the behavior of the mee ting manager. A large meeting needs a very different degree of 
con trol than a small meeting, 
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A sim ple model of the relationsh ip be tween meeting size :.IIl d cont rol is : 

Deyree 01 Control 
Needed 

(e.g .. agendas, forma l 
procedures, control behavior) 

HIGH 

LOW 2 

Number of People In Meeting 

30+ 

As (he num be r of people grows, initiall y the need fo r control in a mee ting grows too. Howeve r, 
afte r the mee ting has reached a size of 20 people or morc, the degree o f conlrol leve ls Ollt. 

CONTROL BEHAVIOR IN LARGE MEETINGS 

For very large meetings, the co"trol bellal'iors of BRI NGI NG tN and SH UTTING OUT become 

esse ntial for ma naging the meet ing successfully. In J small group, people usually respec t e:lch 
oth er's right to speak; in a large group, th is is less often the case. The manager must, therefore . 
control partici pa tion so that a small number of peop le are not allowed to domina te the 
proceed ings disproport ionately. 

TESTI NG UNDERSTANDING and SUMMARI ZING, whi ch control cla ri ty and preven t misunde r
standin g, are also depende nt on mee ti ng size. Because of the po tentially greate r disparity of 
views and Ihe reduced opportuni ty [0 exp lore these in de tail , large meetings require n higher 

,." , of TESTING UN DERSTA NDING and SUMMARIZING 10 relain clarify of , (rucltlre. 

CHAIRPERSON OR MEETING MANAGER? 

In la rge mee tin gs of 10 people or more, the tra ditional chairing function const itu tes an efficien t 
procedure for ma naging the meetin g. 

In very small mee ti ngs or live or fewer people, relatively Jitl/e con fro l or managt'mcnf is needed 

unJess conflicr is presenr. Because of til is, tile tradilional clwirpcrsoll role seems heavY./lal1ded 
and mefficlen l for these small meetings. 
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In the intermediate range, between five and ten people. the degree o f control needed makes it 
desir3ble for a mee ting manager to be in charge. 

Degree of 
Control 
Needed 

BEST STYLE OF CONTROL IS 

Informal Meeting Manager 

10 

Number of People in Meeting 

Chairperson 

3(}t 

It is in th is middle range that the concept of a meeting manager is particula rly attractive 
because of its combination of control with flexib ility. 
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