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INFLUENCE MANAGEMENT
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What is a percentile?

A percentile is a measure for comparing your feedback scores with those of a large
group of people who have also received feedback. The reference group is composed
of thousands of influence managers across the country, many of whom work for
Fortune 500 companies. In other words, you are comparing yourself with a very
talented group.

Here is an example of what a percentile score means. Let's say that you receive a
percentile score of 47 for a particular influence practice. This means that 46% of
the influence managers in the data base received feedback less favorable than yours

on that practice. On the other hand, 53% of the group received more favorable
scores.

To put it another way, if you were ranked with 100 other "typical” influence

managers who received feedback on that particular practice, you would be number
47 in line based on the strength of your score.

How are the percentile scores (Application Level) calculated? -

For each practice, 2 computer calculates the average of all the individual raw
scores you received from your co-workers. This average score is then equated to a
percentile score taken from a table. The table is based on a ranking of the scores of
all the other influence managers who have received feedback. There is a percentile
table for each influence practice. Converting your raw score average to a
percentile is a way of putting your feedback in perspective with that received by
others. (For more on what a percentile is, see question 1.)

Here is an example of how an Application Level score is calculated.
Individual Raw Scores for Practice 6:
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From a percentile table for Practice 6, the raw score average of 4.00 is
converted to a percentile score of 50. "Application Level = 50."

total raw
24 score = 4.00 average
responses raw score



It is important to realize that your scores are based on some behavior observed by
your respondents. To figure out what behavior of yours might be connected with
trust, consider tae ideas brought out in the Support Unit. Even more pertinent to
you persGhally, look for patierns that Practice 18 may form in combination with
your scores on other practices. For example, a pattern such as this:

Application
Practice Level
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_--U_..: '...,;.I. ”:'3 "ﬁwwm o3¢ Al JuimmdOl I -"-.f'!-

i 'bnderst&nam wh‘ich ‘dedisiohs can be 35
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~-could indicate two possible sources of a relntively low trust score: not including
people in det:is:on 'making iho thfnk they ‘Should'be lnéluded, and "changing gears"
often. : :

Having guessed at'a possible explanation, you need to test this hypothesis. Is this
plausible to me based on things I picture myself doing? Do others here at the
seminar see a relatioship? Further testing can take place back home by asking co-
uorkeg‘g:rutiom like these: Do I include you in the dec:sions you think you should
th?: Bowdoyw rupd‘ad tothat’ oy

To su!h ub, prtctices that ‘seém ambiguous or hard to pin down should be seen in the
light of other feedback. Look for patterns. Form hunches. Test them out. Search
for concrete behawur that would e‘.fplam the feednck you are getting.

One more point—on a practice ﬂ.ke #18, don't’ automaﬁeally assume that people are
questioning your ethies if Iml score. They may just be uying that some
behavior of yburs prevexgl vou trom being a "known quantity" to them on a
consistent basis. See if you eun find out what it n“ o

What should I Lell the people who {ilied out my quutionnau'u’

1979At least thank’ “fhém ‘and let them know you appreciate the trouble they went

““fhrough to give you some useful feafback.

You may also want to get their heip in understanding further what your data means
and what you should do about it. A comfortable approach for both parties might
sound like-this: "As a result of attending the seminar, I learned that I need to work
harder at being _minded about requests to change plans. Can you think of any
situations we've - involved in where I could have done a better job in that
respect? What suggestions can you give me for the next time we have a change in
plans? _
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Quadrant I: Practices being used especially often and well, and that are
seen as important by your respondents. Keep up the good work
and build on these strengths.

Quadrant II: Practices béing qelm'e'g requen ybﬂ_t nof seen as that important
for your job—at hast by others. you agree with them, don't

e ize more forget how to use them
eitgep:%ﬁ mwmﬁ ’::;*;Epmgom assignment!

Quadrant III: Practices that you do not use nS‘!requéntly as other influence
managers t are seen as less, rtant than others in
your job. Eﬁmh{:izlng these. noy E probably not hurting
your effectiveness, but you may want build your skills for a
future assignment where they may be more important.

uadrant IV: is,.where, t9 _concentrate . improvement efforts.
!i% TACHE important. to 3°u now, and you are
n|;>l'a«:ti¢: ;Ee'?hm than many other influence managers.

Why aren't we provided with the d:stribunonnpf FA W, Scores from our respondents for
each question?
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The major reason fs o pﬂ.;!crye qonﬁdgﬁgﬂjty—bqtb ln fact_ md Jin appearance.
Feedback reports are produced l’m m, As e&'u,a .questior es. A display of the
responses of three or even more : als could lead to eounter-productive

guesswork and cause concern ;ip. ﬁhe, n;ind&of l:eumnduxts th.lt thenr mqers mght
be identified. caaaut 1S 2ristag col ool L douubenl ten; :

Where did the inflience pracfféas ot "Fom? ‘Ho'w" dd"t'ltnow theg?“ar'e the
important ones to consmer as an mﬁuence, mm _

The influence practjges yere de\re %: rmrch ei‘(ort pnrfor med by The
Forum Corporation.' They studied.i mqqggers jnﬂuen,t:z ,jobs—,peaple who have to get
things done through others over whom they have no traditional eontrol—in a wide
cross-section of industries. A research report, available.from the instructors,
describes their exact research method and statistical analysis.” The upshot of their
findings is that the 24 influence practices are used significantly,m g»e by influence
managers rated "exceﬁtional" by their mocmtes as compared. with those pated
"marginal” or "average" in effectiveness.’ These findings hold ‘true across all
industries considered, and could have been produced by.chance or coincidence only
under very rare cu-cumstance& The ,34, prnetices are important for influence
managers to know about and to use. ... .
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How do ImterpreMscgrg& )

Let's take an exampie that' éoﬁﬁiiu"n number of peopf’e——"Practice #18: Behaving
in a way that leads others to trust one." This is difficult to interpret in isolation,
and it is often disturbing for participants to receive a low score on it. Am Iseen as a
sneaky person? Are they saying that they can't trust me to carry out a job correctly
because I lack the ability to do it? What are they saying?
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3. What.does the "Importance Ranking of Others” mesn. and where does it come
from?~

The "Importance Ranking" ccaie on the necond page of feedback for the
Planning, Conflict, and Support units creates confusion for some. The graph
where it appears is reproduced below.
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AFPPLICATION LEVEL

The bottom scale on the graph-should be familiar. It simply restates the Application
Level score already shown on the first page of the feedback for any given Unit.
Readings along the horizontal scale answer the question, "to what extent does this
influence manager put this practice to use as compared with other influence
managers?" The answer is expressed in percentile form.

The Importance Ranking scale, however, is a simple average, not a percentile. It is
calculated for each practice by averaging the indz'vidun—.{ respondents' answers to
questions of this sort: '

RELATIVE IMPORTARCE

"12. Encouraging others who are reluctant to express or defend their
opinions to do so."

= 3 2 1
» critical very important helpful neutral

Put another way, the vertical scale answers the question, "How important do my
respondents see this practice to be in my job?"
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What are the limitations of this type of feedback?.,,

Although the Influence Practices Feedback Report is certainly a powerful tool for
self-development, some participants are tempted to make more out of it than it
really is.

First, it should not be treated as a performance evaluation. The feedback does not
say how well you are accomplishing your job objectives. It does give clues about
how you might accomplish them" more “easily and effectively. i

The feedback report is not a pprsonahty profile. It gives you some: informatlon
about your style of operation in work situations where you must, influence without
using formal authority, but it does not tell you much about how you carry out your
other life roles—line manager, technician, professional, spouse, ete.

The feedback is not self-evident, n order Tor it to have m for you, you must
be able to connect your specifie behavior with each practice. takes; digging,
and may require some help from others. i
It does not describe any constan!:, unchangeable characteristics of yours, nor does it
predict how you will be in the future. It describes how others have seen you in
action up to this point. If you go through a similar survey process in the future, your
scores may improve, remain the same, or drop depending on how others see your use
of the influence practices from now on.

The feedback is an abstraction of you, not you yourself. It bears the same
resemblance to your observable behavior that an X-ray does to your bone structure.
Just as it takes knowledge and skill to interpret X-rays, it also takes a certain
amount of knowledge and skill to use tyis type of feedback to good advantage. One
of the main objectives of this. seminar is to help you acqmre the skill of using
feedback for personthnprwemmt. tom

Tenll grd D DWW

If you keep these fqg.tors in mind, you will beablc to tﬁe\ ,your feedbaek wisely and,
maybe more important, with-a sense of humor!. ... .

What can this type of feedback do for me?

It gives you an opportunity to improve your effectiveness as an influence manager
by providing baseline data to gauge your current behavior, plan for change, and
measure future progress. However, you must choose whether to accept what it is
saying and use it.



SteE 2:

SteE 3z

SteE 4:

SteE 5:

FORUM ROLE GUIDE

Instruections

List the tasks involved in the project or job area you have seleeted. List only
those tasks in whiech you play some role, either by doing the work or making
decisions about the task. Although this may be a long and time-consuming task,
try to be as thorough as possible,

Across the top of the form, list all of the people who may be involved in each
task. Make this list as complete as possible. If you are not sure whether a
person will be involved, inelude him or her. You can always remove that person's
name if you decide the person is not involved,

Assign responsibility codes for each task. Be sure to do so:
. from your own point of view, not from others' point of view

. as you think the codes should be assigned, which does not necessarily reflect
the way tasks are currently accomplished

First, decide which person is responsible for actually carrying out the task. In
the appropriate square, place a circle. There can only be one circle assigned to a
task. Now decide which person(s) is responsible for supporting the person
actually doing the task, either by helping the person with primary responsibility
or by doing some part of the task for him or her. In the appropriate square, place
a triangle. There may be several people with supporting responsibility.

Assign authority codes, using the symbols below. You do not need to use all of
the codes for any one task. However, you must assign an F for each task.

. V= Veto Authority: assign this symbol to the person with the power to say no
to a decision, even after it is made. You can only assign this code to one
person for any one task.

. F= Final Authority: assign this symbol to the person who actually makes the
decision and whose decision will be final, unless affected by a veto. You
can only assign this code to one person for any one task.

R= Review Authority: assign this symbol to the person(s) who needs to review
the faets and provide input before the actual decision is made. You may
assign this code to several people for the same task.

I= Information Authority: assign this code to the person(s) who only needs to
be informed of the decision after the fact. You may assign this code to
several people for the same task.

Once you have completed the form, review the results acecording to the
instruetions of the leader and the guidelines on the back of the Role Guide. You
will then be ready to meet with others in your work group to compare analyses
and to come to a common understanding about the way tasks are handled in your
group.

@ 1978 by The Forum Corporation of North America
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Forum Role Guide
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10.

11.

12.

Guidelines for the Role Guide

Each task must have a circle. No circle would indicate that, although many
individuals are contributing, no one is really seeing that the work is done. Find out
who should have the cirele.

There must be only one circle for a task. If there is more than one cirele, then two
or more people think that they are responsible for the task, and there may be
duplication of effort and resentment. Decide who should have the cirele designation
and make the rest into triangles.

An F must be assigned for each task. If no F were assigned, then everyone would be
expecting to react to a decision made by someone else—and no one would actually
make the decision.

The F should be in the cirele. If the F is not inside the circle, it means that someone
is responsible for doing the work but does not have the authority to make decisions
concerning that task. It may mean that a manager who has kept the F is reluctant
to delegate.

When someone is given a triangle for a task, that person should find out the exact
nature and extent of the support that he or she is to give.

A triangle should normally contain a letter. That letter is usually an R and can be
an I. It should not be an F, since the F should appear in the circle.

V's should be used very sparingly. A V means that a person specifically reserves the
right to veto that particular decision. A V is not used to describe the ordinary right
that any manager has to override his or her subordinates' decisions. You should try
to include as few V's as possible on your Role Guide.

If one person has many circles, particularly for time-consuming tasks, see if you can
trade some of them for triangles.

If one person has the circle and there are many triangles, the group may be in a
situation where "too many cooks spoil the soup." You may want to decide whether
some of the triangles shouldn't really just be authority codes of one kind or another.

If there is more than one V for a task, find out whether all of the V's are really
necessary. Too many V's ean be demoralizing and paralyzing to the person with the
F authority., The reason there are so many V's may be because one of the V's should
really be the F or because some of the V's should be R's or I's.

If there are too many R's for any one task, progress may be slowed down to a snail's
pace while everyone reviews. Determine whether some of the R's can be changed to
I's.

If there are many I's for most tasks, it may indicate that the organization is
suffering from "memo-itis" and that people in the organization feel a need to track
everything that happens. Try to cut down the number of I's.



TEAM & ROLE ASSIGNMENTS

Pg. 15 Pg. 21 Pg. 27
TEAM BECKER MURPHY HASLAM MEET #2
(Judy Mohler)
1 Jim Light Bob Dahl Basilio Chen “A"
Y Jerry Kelly Marty Woldorff John Beman 8! -
3 Bob Maxfield Doug Patrick Orlando Moore ugwe
4 John Lee Elaine Wells Don Barkley wp"
5 Chryssa Caulfield Steve Florek Dick Heinzelman E Sy
6 Jeff Rulifson Marshall Thomas | Vicki Scharnikow s i
1EET IlAIl n B 11} 11} C "
#l
TIMING
TIME: MINUTES ACTIVITY
FROM TO _30 Prepare for roles.
FROM TO . B Teams meet.
FROM TO Y |l Team review.& process.
FROM TO ! S Group review & discuss.
FROM TO
FROM

. TO




BREAKOUT ROOMS
INFLUENCE MANAGEMENT
February 1982

Chairs
February lst Rooms #1 #2
I-MAN "A" Corporate Training Conference Room 6 3
I-MAN "B" Site Services Conference Room 6 3
I-MAN "C" Corporate Training Room II (p.m. only) 6 3
I-MAN "D" Corporate MIS Office 3
I-MAN "E Corporate MIS Office 3
I-MAN "F" Corporate MIS Office 3
February 2nd
I-MAN "C" Corporate Training Room II 6
I-MAN "A" Corporate Training Conference Room 6
I-MAN "B" Site Services Conference Room (10 a.m.--5 p.m.) 6
I-MAN "H" International Office 3
I-MAN "I" Corporate Training Manager Office 3
I-MAN "D" Corporate MIS Office 3
I-MAN "E" Corporate MIS Office 3
I-MAN "F" Corporate MIS Office 3
I-MAN "G" Corporate MIS Office 3
February 3rd
I-MAN "A" Corporate Training Conference Room 5
I-MAN "C" Corporate Training Room II 5
I-MAN "D" Corporate MIS Office 5
I-MAN "E" Corporate MIS Office 5

(Break)
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EAGLE AIRCRAFT, INC. (C)

Role-Play Assignment: Mark Stein

You are Mark Stein, Marketing manager. It is now 9:00 a.m., and you have
an all-day meeting scheduled to begin at 9:15. During the next 12 minutes,
you will be visited by a number of your coworkers, all of whom need to talk

to you before your meeting and before you go away for 2 weeks' vacation
tonight.

Your coworkers include the following:

Sam Silkes (peer): Sam Silkes is business manager for Twin-Engine Prop
Aircraft. Silkes currently has Marketing representative Tom Kresge on
his team, whom he depends on as a research assistant. Silkes, a highly
successful manager, is known for his tendency to "go by the book,"
particularly in personnel matters. While this is not your style of
management, you believe that it is important to allow your co-workers
the freedom of different approaches. If Sam has a personnel problem,
its important that he finds and corrects his own errors. Therefore,
_you do not want to talk-with him regarding any problems he feels he is

_having with Kresge,

Tom Kreske (direct subordinate): Tom Kresge has been with Eagle for a

year and has served as your representative to Silkes's team throughout

this time. Kresge has always been an excellent employee but you passed
over him 3 months ago for a promotion, and you believe he may have been more
upset by this than he has revealed. Kresge had actively sought the promo-
tion; when you decided to give it to one of his peers, you told Kresge

he had not gotton the job because he lacked exposure to the different
product 1ines. T B

William Hahn (peer): Bill Hahn is manager of Turbo Twins. You and Hahn
are currently involved in a massive market research study on corporate use
of twin turboprops. When the two of you began managing the project 2 weeks
ago, Hahn requested that you assign another Marketing representative to

his team for at least 3 months. At the time, you asked Hahn if he could
wait a few weeks, without specifying your reasons, and Hahn agreed. You
tentatively intend to assign Kresge to Hahn's team 3 weeks from now; how-
ever, you do not want to discuss this either with Hahn or Kresge until you
‘b§¥g_£§TKEEIIDTng§g§Fs_;grzenp manager, Sam Silkes. Because you have not
yet firmly established a replacement for Kresge on Silkes's team, you do
not intend to talk to Silkes until after your vacation.




Janet Rand (indirect subordinate): Janet Rand is a regional consultant
trainee currently assigned to Hahn's group. You think Rand's performance
to date has been exceptional. However, in the 2% months she has been
assigned to Hahn, her enthusiasm seems to have diminished. You know

that she is unhappy with the training that she has received from Hahn

on special projects. You have talked at Tength with Hahn about the problem
and have no intentions of "getting caught in the middle" of this. You
firg1ﬁ believe that it is Janet's job to articulate her concerns directly
to Hahn.

Andrew Evans (peer): Andy Evans, Enginering manager, was a childhood

friend with whom you lost contact during your college years. When Evans
came to Eagle 5 years ago, both of you were delighted at the coincidence,
and you picked up the friendship easily. Lately, Evans has seemed depressed
and has not been feeling very well.

Robert Whittaker (superior): Robert Whittaker is your division vice
president. This afternoon you intend to submit to Whittaker and other
members of Eagle's upper management (e.g., the vice presidents of Sales and
of Advertising/Public Relations) your proposal for a direct mail promotion
campaign. You propose to invite private pilots to a demonstration of Eagle's
single-engine two-seater at the Pilots' Association national convention in
Michigan, 4 months from now. Because Eagle has never undertaken such a
campaign, it does involve some risk. Its success, however, could have a
tremendous impact on your career, as you and Whittaker have privately
discussed. You are anxious to submit the proposal today; although the
convention is still months away, you know that upper management will take
weeks to make a decision. You want the decision to be made by the time

you return from vacation; otherwise, you fear you will not have time to

make a reservation--and a substantial deposit--for a convention room of

the size you will need. Up until recently you felt confident that you would
have not only Whittaker's support but also the support of the Vice President
of Advertising/Public Relations. In the past few weeks there have been

some vague suggestions indicating that the Vice President of Advertising may
no longer support your campaign. You are concerned that Whittaker's

support doesn't slip too.

You try to schedule time each day to meet with as many of your coworkers as
possible. Lately, the division does not seem to be functioning smoothly, and, as
a result, standards are slipping. It is up to you to be a strong leader, and you
feel you must be available for consultation as much as possible. At the same time,
you are an "influence manager," which means, among other things, that you must
be extremely careful about making promises before checking with other people who
are involved in the promise. You have, on occasion, been less discreet in this
regard than you should be, and you now have to be very careful not to step on any
toes.



Your door is about to open; during the next 12 minutes, you must consult
with your coworkers about their concerns. You have only 12 minutes; the
timing begins when the first coworker enters your office. Use the time until
then to familiarize yourself with the information you have on your coworkers.

Note:

In playing Stein, you will learn many of the private concerns of
your coworkers. As a result, while you are playing a coworker
in the following rounds, you will know things that your character
is not supposed to know. Please try your best to ignore what you
learn in this round and play your coworker role as if you knew
only what your role instructions told you,



TEAM & ROLE ASSIGNMENTS

TEAM| KLEIN JARDINE WASBORN MEET #2
1 Jim Light Don Barkley Bob Maxfield npn
y, Jeff Rulifson Chrysa Caufield | John Beman ngn
3 John Lee Basilo Chen Dick Heinzelman nen
I Marshall Thomas | Elaine Wells Orlando Moore npH
5 Jerry Kelley Marty Waldorff Vicki Scharnikow g
6 Doug Patrick Steve Florek wpn
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TIMING

TIME: MINUTES ACTIVITY
FROM To 30 Discuss
FROM T0 25 Teams Meet
FROM TO 15 Group Review and Discuss
FROM TO
FROM J0_. 8
FROM T0




DEBRIEFING

I. Observer gives overview on Stein. (2 minutes each Stein)
Identify 1 or 2 things Stein did particularly well in terms

- of support and 1 or 2 things that did not seem to create a
supportive climate.

Others add comments regarding their interactions with Stein.
Give reaction forms to Stein.

II. After all Stein roles have been discussed, groups develop learning
points and conclusions to report to entire class.

What practices were used most/least frequently? Effects?

When you cannot give people exactly what they want, what are
some of the options (things) you can employ to generate
support?

Are there aspects of ROLM's value system (philosophies and
management attributes) that facilitate or inhibit the use of
support practices?

2/82



Elements Of Support

indicate receptivity

. if you suspeet support is needed, probe to find out

. be as accessible as possible

. if you cannot be receptive, let the individual know why
. find the right time and place to meet

Allow the individual to talk

respect the importance of the individual's conecern(s)
. be open in your thinking—not judgmental
. avoid focusing on solutions at this time

Determine what type of support is needed

do not assume you know what is needed or wanted—ask the person

. suggest alternatives—support doesn't have to be exactly in the form
the individual deseribes to you
be proactive as well—suggest additional ways you might help

Make your constraints known, if they exist

. be honest and describe your boundaries
. assess openly your time limitations, potential for conflicting loyalties,
and other distractions

Make clear and positive commilments to speciflic actions

. commit yoursell to some action even if it is less than what is asked
for
commit only to what you can deliver and overtly sort out what yvou
can do now and what you will do in the [uture
remember that making a commitment to some action is more supportive
than saying "l can't do anything"

. recall the best action may be merely scheduling another time to meet
and talk

. do what you said you'd do

. remember to act—don't lorgel

. recall just asking "what happened?”" is supportive

continue to support individuals even if they are not present (defend
them, explain Lheir view(s). speak positively about them)

THE nsi S—

CORPORATION
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Elements OF Conflict Management

Ensure that factual information is available

gather the necessary data
check that right people are-present/wrong people are not

Establish the decision to be made

. examine major alternatives
remain factual at this time

Assess where each person stands (their views and concerns)

hidden issues or agendas may surface
avoid discussion of solutions at this time
no rebuttals

Establish the decision-making process

Determine objective criteria to be used in the decision-making process

cost to the organization

how billing will be handled (e.g., long term vs. short term)

clarify priorities

determine if a mediator will be used (This step, alone, may lead to
the best decision as well as provide & basis for explaining the decision
to other parties in the future.)

Support criteria with facts

Search for ereative solutions

let cbjective criteria suggest new approaches

. combine or enlarge upon existing alternatives
build on points of reconeciliation

. foecus upon the overall good of the organization

Decide upon & solution, based on criteria

Specify the exact nature of the action decided upon

how it will work 3
what obstacles may arise and how people can deal with them
assign responsibilities

Test for elarity and acceptance

Establish guidelines for handling similar situations

highlight origins of eonflict
better ways to manage in the future

THE
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Observer Notes

Stein Did or Said

Coworker Did or Said
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Observer Notes

Stein Did or Said

Coworker Did or Said
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Name of person playing Stein: = JF'F
Your role: 77 71 H /)
1. Did you achieve your objective?
[

2. If not, how did you feel about it? =, - -, . =xTRA

¥ ." ] ¢ -
3. Did you feel that Stein was supportive? . -
4. What specifically did Stein do that made you feel supported?

PEOMISE | SOl UT)oON AFTER Z FEVo |
5. What specifically did Stein do that made you feel he did not support you?
BRokeN FRoMISES oF (hs7 z WEE}

6. What could Stein have done that he did not do to make you feel supported?

EAGLE AIRCRAFT, INC. (C)

Reaction Form

|MME PIATE DECIs!an

_55_



EAGLE AIRCRAFT, INC. (C)

Reaction Form

Name of person n playing Stein: 1!4(

Your role:

Lx//,/

1. Did you achieve your objective?

2. If not, how did you feel about it?

/-.9 U/Z c/'{ L’jéwu/’

3. Did you feel that Stein was supportive?

MO

4. What specifically did Stein do that made you feel supported?

5. What specifically did Stein do that made you feel he did not support you?

({/u-o(/j ), I s R J
d/i‘é% %;ﬁm/ ey Sty

6. What could Stein have done that he did not do to make you feel supported?




EAGLE AIRCRAFT, INC. (C)

Reaction Form

0
Name of person playing Stein: \S-Q {':L

Your role: Krt SSR_

L
LS

1. Did you achieve your objective? NO t Syl

NG

2. If not, how did you feel about it? 1-\ i | i3 s

\

{ g L . C 8 /
3. Did you feel that Stein was supportive? Lpgg thgm dloe Sten -

4. What /spg\cifically did Stein Fclo that made you feel supported?

- o o o
y‘ {_k T‘(‘_."“'-—( ‘_,J Fbrb\f":!b)- & “?{3“ T’t’r.*ﬂrb\. A CQ. -
L

5. What specifically did Stein do that made you feel he did not support you?
m VOl I
k’rbwtjiﬁfﬁ FJﬂ) TC,QJQAAj; wla )¢ &Hl&- é
fase. & Hon dn problie v
RANE, t‘w 2T u{amce “}ﬁ\o-*{-_; m ’dﬂ f‘o)(g’r &
Llﬁ '\{i(Lj&LF-éﬁ,

6. What could Stein have done that he did not do to make you feel supported?

C‘I“"’ )wt WAl e - 1 LS é_,‘,—f
{ \

Ao L,
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TEAM & ROLE ASSIGNMENTS

Pg. 11 Pg. 11 Pg. 11
TEAM BLUE RED GREEN MEET #2
1 Orlando Chrysa Jim
2 | Marshall Jerry Judy
3 | Elaine Vickie Dick
4 Basilio John L. Jeff
5 Bob Doug Steve
6 Marty John B. Don
MEET
lIBIl & IIHII IIFII & IIGII IIAII & IIIII
#l
TIMING
TIME: MINUTES ACTIVITY
FROM TO
FROM TO 20 Review the role you will play.
FROM TO 80 (5 min. in prep.; Round Robin.
10 min. in round)
FROM TO
FROM ‘TO 25 Team debrief (in breadout rooms).
FROM T0 25 Group summary (back here).




EAGLE AIRCRAFT, INC. (C)

Reaction Form

Name of person playing Stein: :X(’ ,C J :
Your role: E v'ia+= ¢

1. Did you achieve your objective? y@ 1)

2. If not, how did you feel about it? V //7

e (

[ 2]

. Did yowfeelythat Si;em was supportlve" /I (c «/j :‘f‘;/Zbi
/6?.;[ Z..;uj b’/ “‘f*- [ = f'"j L& 2raia f'

. What specxf’ca ly did Ste,l;al do };hq.t made you feel supported? /
A X { {f ia ow ;f(/ Y

s

r.

w (2 1l

o
.

What specl,flcally"dld Stei j do that made yow feel he did not’support you?
g.’*' : fJA,: Aetrr f ,j 'y Nv/f#/
® /0 / { > J 4(// me g e

. What could Stein have do f that /)!e dlg not do to make you feel suppgrted‘? /4 /

9:- jur ¢

[=7]

4/ A & ¢f o A ‘9‘ ¢ \ 4 Jsﬂ,’

/r‘ z / | 1 4

’ 4§ . . -
e AL ’/ = Ly L 4

1'.}"-' s 2l # 2 .'f' /-J ’ .;P-T- !7 "‘-’H,
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Group

TWELVE ANGRY MEN

Jury Foreman

Advertising Man
Bank Teller

Messenger

hmak 55
Watchmaker " Service Owner

Garage Owner Stockbroker

Old Man

Architect

Baseball Fan




EAGLE AIRCRAFT, INC. (C)

Reaction Form

Name of person playing Stein:

Your role:

1. Did you achieve your objective?

2. If not, how did you feel about it?

3. Did you feel that Stein was supportive?

4. What specifically did Stein do that made you feel supported?

5. What specifically did Stein do that made you feel he did not support you?

6. What could Stein have done that he did not do to make you feel supported?

-59-



EAGLE AIRCRAFT, INC. (C)

Reaction Form

Name of person playing Stein:

Your role:

1. Did you achieve your objective?

2. If not, how did you feel about it?

3. Did you feel that Stein was supportive?

4, What specifically did Stein do that made you feel supported?

5. What specifiecally did Stein do that made you feel he did not support you?

6. What could Stein have done that he did not do to make you feel supported?

-57-



I ne Subarcilic survival Situation

Developed by

Patrick M. Eady, M.Ed.
J. Clayton Lafferty, Ph.D.
of Human Synergistics

wd

In consultation with the ?‘? human synersgistics

men and officers of the

Para Rescue Specialists

413 Transport and Rescue Squadron
Canadian Forces Base, Summerside
Prince Edward Island, Canada




The situation described in this problem is
based on actual cases in which men and
women lived or died depending upon the
survival decisions they made. Your “life” or
“death” will depend upon how well your group
can share its present knowledge of a relatively
unfamiliar problem, so that the group can make
decisions which will lead to your survival,

The Situation

It is approximately 2:30 p.m., October 5th and
you have just crash-landed in a float plane on
the east shore of Laura Lake in the subarctic
region of the northern Quebec-Newfoundland
border. The pilot was killed in the crash, but
the rest of you are uninjured. Each of you are
wet up to the waist and have perspired heavily.,
Shortly after the crash, the plane drifted into
deep water and sank with the pilot's body
pinned inside.

The pilot was unable to contact anyone before
the crash. However, ground sightings
indicated that you are 30 miles south of your
intended course and approximately 22 air
miles east of Schefferville, your original
destination, and the nearest known habitation.
(The mining camp on Hollinger Lake was
abandoned years ago when a fire destroyed
the buildings.) Schefferville (pop. 5,000) is an
iron ore mining town approximately 300 air
miles north of the St. Lawrence, 450 miles
east of the James Bay/Hudson Bay area,

800 miles south of the Arctic Circle, and 300
miles west of the Atlantic Coast. It is reachable
only by air or rail; all roads ending a few miles
from town. Your party was expected to return
from northwestern Labrador to Schefferville
no later than October 19th and filed a Flight
Notification Form with the Department of

Transportation via Schefferville radio to that
effect,

The immediate area is covered with small
evergreen trees (1% to 4 inches in diameter).
Scattered in the area are a number of hills
having rocky and barren tops. Tundra (arctic
swamps) make up the valleys between the hills
and consist only of small scrubs. Approxi-
mately 25% of the area in the region is covered

1ne Snuauon

by long, narrow lakes which run northwest
to southeast. Innumerable streams and rivers
flow into and connect the lakes (see map).

Temperatures during October vary between
25°F and 36°F, although it will occasionally
go as high as 50°F and as low as 0°F. Heav

clouds cover the sky three quarters of the time,

with only one day in ten being fairly clear. Five
to seven inches of snow are on the ground,
however, the actual depth varies enormously
because the wind sweeps the exposed areas
clear and builds drifts 3' to 5' deep in other
areas. The wind speed averages 13-15 miles

Temperature Chart for Crash Area

Mean Mean Mean Minimum
Daily Daily Daily Temp.
Temp. Max. Low Expected
Temp. Temp.
Oct. 30.3 35.8 24.8 0
Nov. 15.6 224 93 —33.0
Dec. —0.3 7.5 —B1 —420
Jan. —9.8 -15 —180 —53.0

Mean Snowfall

Oct. (Avg. 11 days of snowfall) 7.5 inches
Nov. (Avg. 16 days of snowfall) 14.5 inches

Windchill Factor

Exposed Flesh will freeze at:
Wind Velocity MPH Temperature °F

43 20
26 15
18 10
14 5
13 0
9 — 5
g —10
6 -15
5 —20
4 —25
3 —-30
2 —40

Sunrise 6:15a.m.
Sunset 5:45p.m.

per hour and is mostly out of the west-
northwest.

You are all dressed in insulated underwear,
sox, heavy wool shirts, pants, knit gloves,
sheepskin jackets, knitted wool caps and
heavy leather hunting boots. Collectively, your
personal possessions include: $153 in bills and
2 half dollars, 4 guarters, 2 dimes, 1 nickel
and 3 new pennies; 1 pocket knife (2 blades
and an awl which resembles an ice pick);
one stub lead pencil; and an air map (p. 2).

The Problem

Before the plane drifted away and sank, you
were able to salvage the 15 items listed on
page 3. Your task is to rank these items

according to their importance to your survival, -

starting with “1" the most important, to *“15"
the least important.

You may assume:

1. the number of survivors is the same as the
number on your team; ]

2. you are the actual people in the situation;
3. the team has agreed to stick together;

4. all items are dry and in good condition.

Step 1: 4

Individually, without discussing the Situation
or the items with anyone else, rank each item
according to how important itis tc yoursurvival.

Step 2: ) -

After everyone has finished the individual
ranking, rank order the 15 items as a team.
You will have until o'clock to
complete this step.

All material contained in this exercise is
copyrighted © by Experiential Learning

Methods, 1973, We would be most displeased

it anyone should reproduce any part of it
without our express permission. While we're
not vengeful, we are provokable,

Third Edition, 1975

{

I
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List of Items

==
Items Step 1 Step 2 Step 3 Step 4 Step 5
Your The Survival Difference Difference
Individual Team Experts' Between Steps Between Steps
Ranking Ranking Ranking 1&3 2&3
—_—

A magnetic compass

A gallon can of maple syrup

A sleeping bag per person (arctic
type down filled with liner)

A bottle of water purification
tablets |

A 20" x 20’ piece of heavy duty |
canvas

13 wood matches in a metal
screwtop, waterproof container

250 ft. of ¥4 inch braided nylon
rope, 50 |b. test

An operating 4 battery flashlight

3 pairs of snowshoes

A fifth Bacardi rum (151 proof)

Safety razor shaving kit with
mirror

A wind-up alarm clock

A hand axe

One aircraft inner tube for a 14
inch wheel (punctured)

A book entitled, Northern Star

Navigation
e
Totals
(the lower
the score
the better) | Individual Team
Score Score
Step 4 Step 5




Team Performance Data

— =
Please complete the following
steps and insert the scores
under your team’s number

Step 6 Average Individual Score
Add up all the individual scores (Step 4) on

the team and divide by the numberon the team.

Team 1 Team 2 Team 3

Team 4 Team 5 Team 6

Step 7 Team Score (Step 5)

Step 8 Gain Score

The difference between the Team Score and the
Average Individual Score. If the Team Score

is lower than Average Individual Score, then
Gain is “+". If Team Score is higher than
Average Individual Score, then Gain is “—",

Step 9 Lowest (Best) Score
on the team.

Step 10:
Number of Individual Scores lower than the
Team Score.

Team Performance Data

figures based on 2,173 participants (430 teams) Average Gain Score on Winning Teams

Average Individual Score (Step 6)
Average Ind. Score on Winning Teams
Average Ind. Score on Losing Teams

Average Team Score (Step 7)
Average Winning Team Score
Average Losing Team Score

30.1¢ Average Best Score on Losing Team

21.41 Percent of Individuals Having Scores
41.1% Better Than Their Teams

Average Gain Score (Step 8) 17.5%

25.5%

47.78 Average Gain Score on Losing Teams 9.2¢
47.08 Average Best Score on Team (Step9)  32.7%
50.3t Average Best Score on Winning Team 31.78

35.9¢

10.2%

4 S S | (YR R

On Winning Teams 3.4%
On Losing Teams 32.0%
Percent of Teams Having Scores Better Than
Their Best Individual Score 56.7
Statistically within each group there is:

 a highly significant (0.01) difference between
these scores.

§ no significant difference between these
sScores.



Synergistic Decision Making

Synergistic Decision Making

People
Skills

Knowledge

Facts and principles
relating to the
subject

—

Materials

Man Made

_

Tools, facilities,
products, etc.

Natural

Plants, animals, the
elements, terrain,
raw materials, etc.

Interpersonal Skills Task Skills

| Rational Skills

The ability to work with people

The Interpersonal Skills

Active Listening/Clarifying by:
Paying attention and responding
to others’ feelings and ideas

Not interrupting

Making open-ended inguiries
Not judging others
Summarizing and reflecting
back others’ ideas and feelings

Building on others’ ideas
Responding in an open,
spontaneous way
Encouraging divergent points of
view

Freely offering new ideas at
appropriate times
Differing/Confronting by:
Continually focusing attention
on the problem solving process

Supporting/Building by: - g
Accepting what others have E;ue:tn:;’:;g:g ?:'.: :::_ s
to say

threatening way
Dealing directly and specifically
with apparent discrepancies

Not debating, persuading,
controlling or manipulating

others s ’
A ; Reflecting on how the team is

Speaking in friendly, warm doing Wit?‘l regard to:

terms *

Creating opportunities for = -

others to make their thoughts 't] im:onal SRt

and feelings known

he skills necessary to perform a specific job;
specific survival skills (i.e., fire building, hunting,

[

The ability to deal with the
problem rationally

The Rational Skills

Deciding on a Rational Process
What issues need to be

dealt with, and in

what sequence, in order to
arrive at a rational decision?

Analyzing the Situation
Survivors’ mental/physical
condition

Materials on hand and their
utilization

Location

Weather Conditions
Surrounding environment
What are the teams’ concerns?
How serious is each?

Setting Objectives

What are the minimum
outcomes hoped for?

What are the best outcomes that

Assuming others have can be reasonably hoped for?
useful ideas, information, etc. | What are the probable
outcomes?

Developing Alternative Courses
of Action

What actions could possibl/y be
taken to achieve:

*the minimum outcomes?

*the best outcomes?

Identify Obstacles and Adverse

Consequences

What would stand in the way of

taking each course of action?

What would be the adverse

consequences of each

alternative?

How likely are they to occur?

How serious would it be if

they did?

Deciding

Which alternative is most likely

to achieve:

*the minimum outcomes?

*the best outcomes?

*the least adverse
consequences?




About the Experts

While the Canadian Subarctic is beautiful,
this wilderness, and its weather, is notorious
as a people-killer. The Para Rescue Spe
cialists for the 413 Transport and Rescue
Squadron, in the eastern Canadian Subarctic,
is responsible for finding and rescuing people
lost in this area, on both land and sea in all
weather conditions. The Para Rescue Spe
cialists, especially Corporal John Clark, pro-
vided invaluable help in the construction of
this Situation. They hope the people ex-
periencing the simulated situation will be
better prepared should they ever find them-
selves in a real survival situation. The Spe-
cialists point out, however, that one of the
best preparations for your survival is to see
to it that the plane you fly in is equipped
with an automatic emergency locator trans-
mitter. This beacon automatically transmits
a signal, which can easily be followed by
rescuers, when triggered by the impact of a
crash. This is becoming mandatory flight
equipment in both Canada and the U.S.

Clayton Lafferty and Patrick Eady, of
Human Synergistics, are concerned primarily
with the response to crisis, and with ways of
helping people work together more effective-
ly. The Survival Situation is intended to
demonstrate that when people are sup-
portive of one another and follow a rational
sequence in dealing with their problems,
they are able to perform beyond the sums of
their individual resources; or, in other words,
the whole is greater than the sum of its
parts. This is the meaning of “synergy,” and
the philosophy of Human Synergistics, a
consulting firm dedicated to tapping the
wealth of resources available in individuals,
groups, and organizations.

Synergistic Decision Making

The algorithm on the preceding page illus-
trates the skills and resources involved in
Synergistic Decision Making, a method of
utilizing the human resources available in a
group. The effectiveness of a given decision
is determined by the results of the decision.
The results are a product of the_ available
resources and the process by which those
resources are utilized. Resources consist of
all the natural and manmade materials, as
well as the people's knowledge and skills.
The process, by which human and material
resources are utilized, is the skills people
employ in obtaining results. These skills are
in three primary areas: [nterpersonal Skills
(the skills of working with others coop-
eratively); Rational Skills (the skills neces-
sary for dealing with a situation with sys-
tematic creativity); and Task Skills (skills
necessary for implementing a specific course
of action). These are described more fully in
the algorithm,

In crisis situations, such as a survival situ-
ation, the task skills are often lacking. Since
a crisis is a new, sudden, unexpected set of
circumstances, the people involved usually
have not had time to develop the task skills
necessary to deal with the crisis. Con-
sequently, in a crisis like the one simulated
in this Situation, it becomes even more
critical than usual that people fully utilize
their Rational and Interpersonal skills. When
people are able to use these skills, they
produce results which go beyond the sum of
their individual efforts.

The Subarctic team performance data is an
indication of the synergistic effect. The
average individual score and the average best
score for losing teams which are significantly

worse than the general average suggests that
a lack of information is a prime reason for
their poor performance (i.e., the relatively
small average gain score). However, the
average individual score and the average best
score for winning teams is not significantly
different from the average of all the 430
teams whao have dealt with the Situation.
Therefore, winning teams do better not
because they have more information on the
subject but because of the more effective
way their teams reached their decisions.

Suggested Readings

Barber, Larry L., Listening Behavior, Engle-
wood Cliffs, New Jersey: Prentice-Hall, 1971.

Gregory, Carl E., The Management of In-
telligence: Scientific Problem Solving, New
York: McGraw-Hill, 1967.

Kepner, Charles H. and Benjamin B. Tregoe
The Rational Manager, New York: McGraw-
Hill, 1965.

Maier, Norman R., Principles of Human
Refations, New York: John Wiley & Sons,
1952

Marrow, Alfred J., et. al,, Management by
Participation, New York: Harper & Row,
1967.

Nesbitt, Paul H., Alonzo W, Pond and
William H. Allen, The Survival Book, New
York: Funk and Wagnalls, 1959.

Nichols, Ralph G. and Leonard A. Stevens,
Are You Listening?, New York: McGraw-
Hill Book Company, Inc., 1957,

Prince, George M., The Practice of Creativity.
New York: Harper & Row, 1970.

Whyte, William H., /s Anybody Listening?,
New York: Simon and Schuster, 1950.



Other Materials Available From HUMAN SYNERGISTICS

Human Synergistics develops and publishes
materials designed to demonstrate how our
human resources can be effectively and
humanely utilized. The materials use a "dis-
covery” method of training, alfowing the
group to discover the necessary information
and skills and to realize that the information
and skills were available, but untapped, as part
of their own human resources.

Managers and supervisors have found the use
of the Survival and Planning experiences (see
below) an effective method for initiating and
improving the rational and interpersonal skills
of their personnel.

Human Synergistics also custom designs
materials for a particular organization's unique
training needs. For more information, contact
Human Synergistics.

Other materials currently available from Human
Synergistics are listed below.

Survival Skills

Survival Skills is a series of 11 experiential de-
vises for use by foremen and supervisors with
their hourly personnel in the reduction of the
number and severity of accidents.

The first part of the series focuses on the con-
seqguences of accidents. Participants are asked
1o select and rank what first aid action they
would take in response to life-death situations,
such as suffocation, electrocution and severe
bleeding. These, as well as, a fire situation are
home and family based for maximum impact
on the participant. The situations and the al-
ternatives for dealing with the situations are
pictorial (sketches or photographs! so that
poor or non-readers can use them.

The subsequent 6 experiences focus on the
causes of accidents and are all work place
orientated. The experiences involve such

things as who gets hurt in terms of type of job
and experience, which parts of the body are
most often hurt, what hazardous conditions
and practices cause the most accidents, the
most hazardous part of your job, and the fine
art of lifting.

The 11 experiences, constituting a year of
safety training, each take from 20 - 60 minutes
to complete depending on the skills of the
leader and the participants. There is also a
Leader's Guide to help the trainer prepare for
and run Survival Skills Sessions.

The Desert Survival Problem Il

Similar in purpose to the Subartic Survival Sit-
uation, the Desert Survival Problem Il leads
the participants through the decision making
process step-by-step: identifying the problems,
deciding on a basic strategy, and then deciding
on the use and importance of various things
available for survival. Participants, through
their own experience, demnnstrate the advan-
tages of teams over individuals in problem
solving. The Problem illustrates the interrela-
tionship of rational-task skills 2nd interpersonal
skills in decision making. It can be used as a
pre- or post-test measure (with Subartic) of
team effectiveness.

The Project Planning Situation
Participants, individually and/or on 3 team
basis, must rank order fourteen managerial ac-
tivites according to the sequence they would
follow in managing a special project. The ac-
tivities include the entire range of manage-
ment functions, such as situation analysis, ob-
jective setting, budgeting, organizing, selec-
tion of personnel, training and development,
joint man/boss objective setting, coordinating,
and performance review. The Problem focuses
attention on the nature of management, and
serves as a guide for discussion into the entire
area of management skills.

B e e e e e e e

The process highlights the advantages of
teamwork in planning {31% of the teams do
better than their best team members) and il-
lustrates the importance of positive interper-
sonal relations and the rational problem-solv-
ing skills in decision making. The Problem can
be used as an individual and/or team test of
planning skill which pinpoints deficiencies.
The Problem can be used as a natural follow-
up activity to the Survival Problems.

Par Excellance

Based on an 18 hole golf course format, Par
Excellance is an inventory of management
styles. Filled out first by individuals as they see
their department or organization, and second,
by groups with discussion about what would
be ideal (while remaining practical & imple-
mentable). This instrument is self scoring and
includes an Action Plan for implementing
change.

Leadership and Motivation

J. Clayion Lafferty, Consulting Psychologist,
explores the impact of anxiety as a basic mo-
tive force on the individual. Dr. Lafferty dis-
cusses the defensive reactions that occur as a
result of Management By Anxiety (MBA), a
widespread management system, as well as
ways of combatting the destructive aspect of
defensiveness, fear of failure, self-selective
perception, and the way people maintain self-
defeating behavior.

Materials may be ordered from:

HUMAN SYNERGISTICS
39819 Plymouth Road

Plymouth, Michigan 48170
313-459-1030
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o, Jeff Rulifson PART II. PLANKING pase

The eight practices in the Plannino clustar are cgrouoed into two subclusters helows
The zpplication lLevel fcor each practice is 2 percentile score based on the averace of the
respecnses of the people whe completed questionnaires on youe

PRACTICE APPLICATICN LEVEL
ESTAELISHING DIRECTIGCN
1e Makina sure the role each person will play in accomplishinao 4
a task is clear.
7e Understanding which decisions can be made alone and which 1

gecisions nead to involve otherse.

Ze Striving to set team or croup goals as well as individual 19
coalse
44 Recocnizing the wvalue of bringina toocether peopls with 36

different opinionse

REINFORCING COMMITMENT

S5« Personally emghasizing and demonstrating coal commitment 51
and persistence in achieving coalse

fe EBeinc consistent in communicatine prioritiese. 50
7« Insistinc that eroup members make every effort to solve 43
joint problems ameong themselves before takineg them to

higher managerente.

8¢ Treating with an open mind requests to change plans 77
and coals when circumstances seem to warrant chance.



Jeff Rulifscn GRAPH FOR PLANNING PRACTICES pace 4%

This page contains a craphic display of your scores for practices in the Planning
clustere plotted on bcth 2 harizontal and a vertical axise The horizontal axis represents
the application level for that practices the vertical axis represents the importance
ranking your associstes assigned each practice. Your &ssociates were ask=d to rank each
practice according tc its relative importance to thew in working with yous on a scale
from 1 to 4¢ with 1 representina neutral and &4 representing criticales This craph plzaces
each practice in 2 specific quadrante to help you to determine improvement priorities
based on both the application level and the relative importance of the practice.
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Jeff Rulifscn PART IV. SUFPURT page 7

The sezven practices in the Support cluster zare crouped into two subclusters belcowe
The application Level fer each practice is a percentile score based on the average of the
responses of the people who completed questionnaires ocn youe

PRACTICE APPLICATION LEVEL
BUILDING CONFIDENCE
18 Behaving in & way that Lezds others to trust one. 45
19« Being supportive and helpful to others as they 43
perform their jobse
20e Expecting others to find znd correct their own 25

errors rather than correcting errors and solving
prcblems for theme

21e Encouraging innovaetion and calculated risk taking . 57
in otherse

DEMONSTRATING OPEN-MINDEDNESS

22« Considering the views cf others according to the 81
logic of those viewssy rather than according to
personal preferences,

23e Considering the cpinicns of cothers open-mindezaly 47
before evaluating the cpinionse

24, Evaluating the views of others accorcding to their 5¢&
knowledge and competences rather than accordinag to
their position in the orcanizatione.



Jeff Rulifson ERAPH FOR SUPFORT FRACTICES page 8

This pace contains 2 graphic display of your scores for practices in the Support
clusteres plotted on beth 2 horizontal and 2 vertical axise The horizontal axis represents
the application lLevel for that practices the vertical axis represents the importance ranking
your associates assioned each practices Your associates were asked to rank each practice
according to its relative importance toc them in working with your on 2 scale from 1 to 44
with 1 representing neutral and & representing criticals This graph places ecach practice
in a specific quadrantes to help you determine improvement priorities based on both the
application Level &and relative importance of the practice.
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INFLUENCE FRACTICES FEEDBACK REPORT 01429/85%
PREPARED BY

THE FORUM CORPORATIONe BOSTUONe MASSACHUSETTS

Jeff Rulifscon
Rolm Corporation

This Influence Practices Feedback report is a key tool for you to use in tryine
to improve the way in which ycu work with otherse. The process of using feedback as
a basis for Lle2arning ancd chancinc is critical to professional growthe This report
is desicned to heslp you cdevelaop both 2n understanding of your current way of
interacting with cthers and a specific action plan for improvements.

The report reflacts the collective views of people with whom you worke cdrawn from
the cuestionnaires thet they completed about youe as well as your own responses to the
guestionnaire you completed on yourselfs Some parts of the feedback will probably olease
you and give you a oreat deal of satisfaction3 other parts will be Lless satisfyine and
may even surprise youe MWhile there is a natural tendency to reject the negative dataz,
doing so can eliminate some of the most useful feedbacke Therefores before disrecarcing
any feecdbacke Llisten carefully to what it has to saye

The Influence Practices Feecback report provides you with a considerabls amount of
informations. Howevers your Tinal priorities for improvement will depend not only on this
repert but also cn your own evaluation of the needs of your work aoroup and of the areas
that can realistically bes improveds.

The report is orcanized into five partse Pzrt I provides you with your averace
application Level for each of the following three clusters: Planninge Conflicts and
Supporte Parts II throuch 1Y provide specific application lavels for practices in e=ch
of the three clustersy toccether with datz concerning the importance your associates
assicned to =sach practice. Part ¥ rank orders all 22 influence manacement practices
accordinz to your associates® perceptions of the importance of the practices on the jche
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Jeff Rulifsen pace 2

Te help you use this feecdback most effectivelys The Forum Corporation has orouped the
influence management practices into subclusters z2s well as clusterse The Planning cluster
contzins twe subclusters: Estatlishing Direction and Reinforcing Commitment. Conflict
contains three subclusters? Ensuring Infermation Sharings Utilizing Statuse and Making
Decisionse Support contains two subclusters: Buildine Confidence and Demonstrating
Open-mindednesse

The Forum Corpcraticn is committed to the confidentiality of individual questicnnaire
responses and feedback reportse The intecrity of this system as an individualized Learning
tool depends on the confidentiality of the data collection and feedback processe This
is your personal report; except for the instructorsy you alone will s=e jt,.

PART I. SUMMARY PROFILE

The three clusters into which the practices have been divided are Listed in the Left-
hand column belows In the middle column is yocur average application lLevels expressed as
a percentile from 1 to 100e for zll of the practices in that clusters as indicated by the
questiocnnaires others filled out on ycue {(The application Llevel is the Llevel at which
others perceive that you zpply a particular practice or grouv of practicese) The right-
hand column shows the averzce applicaztion level that you gcave yourself for the practices
in that clusters The data on this page are meant to provide you with an overview of your
relative strencth or weakness in each cluster. 2Application levels for individual practices
in each cluster are provided in the following parts nf this reporti they will allow you
to aralyz=s the dataz in more detaile Thics report is baséd on national norms.

APPLICATION LEVEL

AVERAGE RISPCONSE OF YOUR CKN
CLUSTER OTHERS RESPONSE
Planning 36 76
Conflict 78 64
Support g1 1€

The data in this Influence Practices Feedback report are based on 1 manacer
questionnairefs) and 4 asscciate cuestionnaire(s)e.
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Jeff Rulifson PART Ve IMPORTANCE RANKINE page 9

This section rank orcers the 24 influence manacement practices zccording te thesr
importance in your working environmenie The practice yocur associates considered most
important in working with you is listed firsts followed by the 2nd meost importants and
on throuah the 24the The impertance ranking is derived from averaging your zssociztes®
responses for each practices based on @ scale from 1 to 4¢ with 4 representing critical
and 1 representing neutrale This section also includes your own importance rankince based
an the same scales tocether with 2 restatement of the application lLevel for each practices
The specific practice number a2nd the cluster the practice is grouped under are alsec includesd.

IMPORTANCE RANKING

PRACTICE NUMEER APPLICATION AVERAGC

PRACTICE {(RANK=ORDER) AND CLUSTER LEVEL OF OTHERS YOURS
Beine censistent in # 69 PLANNING ,50' 38 3el
communicating priorities € 1) s
Striving to set team or # 39 PLANNING is 3e5 30
group goals as wsll as
individuzl goals t 23
Perscnally emphasizinc and # Se PLANNING 50 35 Ze0
demonstr2ting goal commit~-
ment and persistence in
achieving gecals ( 3)
Eehaving in a way that lLeads #1844 SUPPFORT 45 35 Jel
others to trust cne { 4)

3 3«0

¥aking sure the role each s # 1¢ PLANNING - 3s
persen Wwill play in accom=- /
plishing 2 task is clear [ 5}



Jeff Bulifscnhn

PRACTICE (RANK-ORCER)

Trying to influence others
through knowledage and
competence rather than
throuch cfficial status € 6)

Fncouraging innovaticn and
calculated risk teking in
octhers ¢ 7)

Evaluating the views of
others according te their
knowledoce and competencey
rather than accorcing to
their pesition in the
organization ( 8)

Treating with an open mind
requests to chance plans and
goals when circumstances
seem to warrant chance ( %)

Seeking creative ways to
resolve conflicts (10?2

Considering the views of
others according to the
Logic of those vieuwss
rather than accorcinc to
personal preferences (11}

Understanding which deci-
sicns can be made alone and
which decisions need to
involve others (12)

IMPORTANCE RANKING (continued)

PRACTICE NUMBER

AND CLUSTER

#12+

#21e

2244

# 8¢

#17+

#2224

g 2¢

CONFLICT

SUPPORT

SUPPORT

PLANNING

CONFLICT

SUPPORT

PLANNING

APPLICATION
LEVEL

b

57

56

77

21

11

pare 10

TMPORTANCE RANKING

AVERAGE
OF OTHERS

Je3

32

30

248

YOURS

3.0

n
-
L]

N
-
(=]

Zel

2s0



Jeff Rulifson

PRACTICE (RANK=-ORDER)

Recocnizing the value of
brincinc together pecanle
with different opinions (13)

Encouragcing the cpen airing
of problems and differences
of opinion (14)

Responding in a nondefensive
manner when cthers disacree
with cne®*s views (1%5)

In conflict situations
looking for points of
reconciliaticon of views
rather than differences (1€)

Encouracing decisions based
on Llogic and the weicht of
evidence rather than cther
consiceraticns (17}

Beina supportive and helpful
to others as they perform
their jobs (18)

IMPORTANCE RANKING {continued)

PRACTICE NUMEBER

AND

% 44

BE10»

#11.

#1lé,

#1034

CLUSTER

PLANNING

CONFLICT

CONFLICT

CONFLICT

CONFLICT

SUPPORT

APPLICATICH
LEVEL

36

(8]
W0

37

90

85

43

pace 11

IMPORTANCE RANKING

AYERAGE
OF OTHERS

2e8
‘e

YOURS

2ad

20

A

o0

Z2e0

")
-
=

N
-
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Jeftf Rulifson

PRACTICE (RANK-ORDER)

Expecting others tec fTind

and correct their own errcors
rather than correcting
errors and solving problems
for them (1%)

Considering the cpinicns cf
others open-mindedly before
evaluating the copinions (20)

Encouraging the reaching of
decisions through a blending
of jdeas rather than thrcouch
force (21)

Insistin:s that oroup members
make every effort toc solwe
joint prcblems among them-
selves befaore taking them to
hicher management (22)

Eeinc willing to share one?s
power in the interest of the
overall crganizationzl

goal (2312

Encouraging others who are
reluctant tc express or
defend their opinions to
do so (24)

IMPORTANCE RANKING (continued)

PRACTICE NUMBER

AND CLUSTER

#20 «

#23¢

#16s

# Te

13

SUPPCRT

SUPPORT

CONFLICT

PLANNING

CONFLICT

CONFLICT

APPLICATION
LEVEL

9%

47

95

43

51

pane 12

IMPORTANCE

AVERAGE
OF OTHERS

28

2.8

27

N
L]
on

2e3

RANKING

YCOURS

Sell

20

2el



Jeff Rulifscn PART IIIe CCNFLICTY page 5

-

The nine prectices in the Conflict cluster are grouped into three subclusters belows
The application Level for each practice is a percentile score based on the average of
the responses of the people who ccmpleted questicnnaires on youe

PRACTICE APPLICATION LEVEL

ENSURING INFORMATION SHARING

Ss Encouraging others who are reluctant tec express 27
or defend their opinions to do soe

10« Tncouraging the open airing of problems and 59
differences of opinions

11. Respending in 2 nondefensive manner when others 97
disagree Wwith on=?s viewss
UTILIZINE STATUS

12 Trying te influence others throuch knowlzdge and 95
competence rather than throuch official statuse.

13« Being willine to share one®s power in the interest 61
cf the overall orcanizational goale.
MAKING DECISIONS

l4e¢ In conflict situationses lookino for points of gn
reccnciliaticn of vieuws rather than differencese.

15« Encocuraging cecisions based on Legic and the weight 85
cf evidence rather tharm octher considerationss

16e Encouraging the reaching of decisions through a 95
blendinag of iceas rather than thrcuch forcee.

17« Seeking creative ways to resolve conflictse 91



Jeff Rulifescen

GRAPH FCOR CONFLICT PRACTICES pace b

This page contains a ¢craphic display of ycur sceres for practices in the Conflict

clustere plotted cn both a horizontal and vertical axise
the zpplication level for that practices
your associates assicned cach practice.

The horizontal axis represents

the vertical axis represents the importance ranking
Your associates were asked to rank each

practice according tc its relative importance to them in working with youy on a scals

from 1 to 4¢ with 1

representing neutral and 4 representing criticale.

This araph places

each practice in a specific cuadrants to help you determine improvement pricorites based
on both the application level and the relative impertance of the practice.
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TEAM & ROLE ASSIGNMENTS

Pg. 15 Pg. 21 Pg. 27
TEAM BECKER MURPHY HASLAM MEET #2
(Judy Mohler)
1 Jim Light Bob Dahl Basilio Chen gt
2 Jerry Kelly Marty Woldorff John Beman "B
3 Bob Maxfield Doug Patrick Orlando Moore uew
y John Lee Elaine Wells Don Barkley wp"
5 Chryssa Caulfield| Steve Florek Dick Heinzelman "E"
6 Jeff Rulifson Marshall Thomas | Vicki Scharnikow e Ha
'IEET IIAII IIBII “C“
TIMING
TIME: MINUTES ACTIVITY
FROM TO 30 Prepare for roles.
FROM TO 30 Teams meet.
FROM TO e ) Team review. & process.
FROM TO e | [ Group review & discuss.
FROM TO
FROM TO




BREAKOUT ROOMS
INFLUENCE MANAGEMENT
February 1982

Chairs
February 1lst Rooms #1 #2
I-MAN "A" Corporate Training Conference Room 6 3
I-MAN "B" Site Services Conference Room 6 3
I-MAN "C" Corporate Training Room II (p.m. only) 6 3
I-MAN "D" Corporate MIS Office 3
I-MAN "E" Corporate MIS Office 3
I-MAN "F" Corporate MIS Office 3
February 2nd
I-MAN "C" Corporate Training Room II 6
I-MAN "A" Corporate Training Conference Room 6
I-MAN "B" Site Services Conference Room (10 a.m.--5 p.m.) 6
I-MAN "H" International Office 3
I-MAN "I" Corporate Training Manager Office 3
I-MAN "D" Corporate MIS Office 3
I-MAN "E" Corporate MIS Office 3
I-MAN "F" Corporate MIS Office 3
I-MAN "G" Corporate MIS Office 3
February 3rd
I-MAN "A“ Corporate Training Conference Room 5
I-MAN "CV Corporate Training Room II 5
I-MAN "D" Corporate MIS Office 5
I-MAN "E" Corporate MIS Office L

(Break)
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February lst

I-MAN
I-MAN
I-MAN
I-MAN
I-MAN
I-MAN

February 2nd

g
i
ug
iy

I-MAN
I-MAN
I-MAN
I-MAN
I-MAN
I-MAN
I-MAN

ngH
o
—_—
b
wpit

BREAKOUT ROOMS
INFLUENCE MANAGEMENT
February 1982

Rooms

Corporate Training Conference Room
Site Services Conference Room
Corporate Training Room II (p.m. only)
Corporate MIS Office

Corporate MIS Office

Corporate MIS Office

Corporate Training Room II

Corporate Training Conference Room

Site Services Conference Room (10 a.m.--5 p.m.)
International Office

Corporate Training Manager Office

Corporate MIS Office

Corporate MIS Office

I-MAN "F"
I_MAN IIGTI

February 3rd

I-'MAN AT
I-MAN “C"
I-MAN "D"
I-MAN "E"

Corporate

Corporate

Corporate
Corporate
Corporate
Corporate

MIS Office
MIS Office

Training Conference Room
Training Room II

MIS Office

MIS Office

Chairs
#1 #2
6 3
6 3
6 3
3
3
3
6
6
6
3
3
3
3
3
3
S5
5
5
5

(Break)
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II.

DEBRIEFING

Observer gives overview on Stein. (2 minutes each Stein)
Identify 1 or 2 things Stein did particularly well in terms

of support and 1 or 2 things that did not seem to create &
supportive climate.

Others add comments regarding their interactions with Stein.
Give reaction forms to Stein.

After all Stein roles have been discussed, groups develop learning
points and conclusions to report to entire class.

What practices were used most/least frequently? Effects?

When you cannot give people exactly what they want, what are
some of the options (things) you can employ to generate
support?

Are there aspects of ROLM's value system (philosophies and
management attributes) that facilitate or inhibit the use of
support practices?

2/82



TEAM & ROLE ASSIGNMENTS

EAM BLUE GREEN OBSERVE BLUE OBSERVE GREEN MEET #2
1 Marshall Marty
2 Chrysa John B. Don Jeff
3 Orlando Steve John L. Dick
4y derry Doug Jim
5 Basilio Vickie
) Elaine Bob
EET Training Rm. I Training Rm, II
T
TIMING

TIME:
FROM T0
FROM TO
FROM TO
FROM TO
FROM TO
FROM T0

MINUTES
45

30

30

30

ACTIVITY

Meet in teams.

Report here, scoring & break.

Return to teams, debrief.

Return here, group wrap-up.




SUB-ARCTIC SURVIVAL EXERCISE

Item and Rationale Listing

(©)Human Synergisties, reprinted with permission.
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4.

ITEM AND RANK

13 wood matches in a
metal, screwtop, waterproof
container

A hand axe

A 20' x 20' piece of
heavy-duty canvas

A sleeping bag per
person (arctie type,
down-filled with liner)

A gallon can of maple
syrup

RATIONALE

Considered by the experts to be the single
most critical item. Protection from the cold
and a source of fire is a key problem to be
solved. While other means to start a fire
exist, they are unreliable in the hands of
non-experts. The fire at night could serve as
a signal. Since the terrain in this area is high,
aireraft in and out of Schefferville might spot
it.

A continuous supply of wood is necessary to
maintain the fire. It may be the most fre-
quently used item in camp. Useful in clearing
a sheltered campsite, cutting boughs for
ground insulation, construeting a frame for the
shelter, and butchering in the event a caribou,
bear, or moose is located.

Prevailing winds of 13-15 knots will make
some protection necessary, The canvas can
adequately serve as protection from the ele-
ments—rain, snow, and sleet. Spread on a
frame and secured by rope, it could make a
good tent as well as ground cover. Rigged as a
wind sereen, it could hold heat. Its area,
contrasting with terrain, might also be more
easily spotted in an air search,

A possible fourteen nights in the subaretic
WOélld render this type of sleeping bag (good to
20" below zero) a key factor in survival.
Caution should be exercised to keep bag dry at
all times.

This item has two possible survival factors,
The maple syrup is a source of quick energy
and some nourishment. The can itself, used
for cooking and water collecting, might be
quite critical. Since food will be a problem
and will restriet travel, any source of food is
to be valued. Since most plants in the arctie
regions are edible (avoid water hemlock and
mushrooms), especially after boiling, the can
is important. Lichens and rock tripe may be
boiled and eaten, as may various greens, such
as arctic willow, dandelion, and evergreen
inner bark. Since dehydration is a problem in
the arctie, snow should not be eaten. It will
cause dehydration rather than relieve thirst,
Melt ice if possible. It takes fifty percent

-1-



7.

9.

ITEM AND RANK

250 ft. of 1/4 inch
braided nylon rope,
50 Ib. test

3 pairs of snowshoes

One aireraft inner
tube for a 14 inch
wheel (punctured)

Safety razor shaving
kit with mirror

RATIONALE

more fuel to obtain a given amount of water
from snow rather than from ice.

The nylon rope can be used to tie poles of
wood together as supports for the shelter or to
support the canvas between the trees.
Threads of the rope could be used for a fishing
line. Various traps could be constructed.
Various snares and deadfalls could also be
construeted using the rope. It eould be used to
string a bow or to hang any fresh meat away
from predators (bears or aretic wolves). It
could also be used to construet a willow net
for fishing.

The ability to travel in the arctic is related to
over-the-snow traveling equipment since un-
frozen rivers and lakes constitute a serious
barrier. They would be useful initially in
traveling around camp for hunting. There are
not enough for the entire group, but makeshift
showshoes could be constructed later out of
rawhide or rope with branches, for travel after
the freeze up (about December 1). Rivers are
the highways of the north, both in summer and
winter, but not in spring or fall. Snow should
have a crust for any travel. Soft snow is
exhausting for travel,

Anyone in the group could construct a sling-
shot from the inner tube. Birds are plentiful
during the long winter, even owls, ravens, and
ptarmigans are available. Rock ptarmigans
can be easily approached and killed with rocks
or a slingshot. Black smoke could easily be
produced from strips of rubber on the fire, for
immediate and more effective signaling.
Various bindings and spring mechanisms for
traps could be made. :

The mirror is the most powerful tool you have
for communicating your presence if the sun is
out. In the sunlight, a simple mirror can
generate 5 to 7 million candlepower of light.
However, heavy clouds cover the sky three-
quarters of the time, with only one day in ten



10.

11.

12.

13.

14‘

ITEM AND RANK

An operating 4 battery
flashlight

A fifth of Bacardi
rum (151 proof)

A wind-up alarm clock

A magnetic compass

A book entitled,
Northern Star

Navigation

RATIONALE

being fairly clear. Razor blades could be used
along with the jacknife as a cutting edge.

Because of the length of time that might have
to be spent before help arrives, the flashlight
will be needed as an emergency source of light
in addition to the campfire. Otherwise, it can
be held in reserve as a nighttime signaling
device. The battery efficiency will drop with
the temperature however.

The rum could be used for medicinal purposes,
as an anesthetic or disinfectant. The alecohol
content could also be used in helping to start a
fire. The bottle might be helpful as a water
container. Probably its greatest value would
be a morale boost—a shot each evening as the
group reviews the day—and plans for tomor-
row.

Several uses for the alarm clock are possible,
each counterindicating to other uses. If main-
tained as a time piece, then navigation is
possible using the eclock to find North. (At
2:50 p.m. line up small hand with sun and
stick. North is centered between 7 and 8
position in North Temperate Zone.) Intact
glass surface can be used as a signal. Use to
set routine in camp, for signaling, and fire
wateh, If dismantled, internal workings can be
used for fishing hooks and lures,

The compass in this area is unreliable.
Proximity to the magnetic pole produces
serious error. The iron ore deposits will
produce wide variations in reading. One
expert (very familiar with the territory) has
indicated that it is impossible to walk 100
yards and return accurately with compass in
this area.

Might be helpful for starting the fire, or as
entertainment or toilet paper. But since the
book's directions could only be used at night, it
would be dangerous as a navigation aid. North
star navigation in the arctic cannot be relied
upon. The star is so high in the sky, direction
is difficult to determine.



15.

ITEM AND RANK

A large bottle of
water purification
tablets

RATIONALE

The water in this area is as fresh and pure as
any in the world. The bottle, however, could
be used for something. Generally speaking,
pond water is likely to be slightly safer than
river water.



1
|
|
|

 MANAGEMENT

EE

THE N'li;%ﬂ I“fl“[“




© 1979 by The Forum Corporation of North America



THE FORUM CORPORATION

The Forum specializes in management, sales, and organizational improvement
education programs for business, industry, and government.
pragmatic in content and application and advanced in design and knowledge.
Forum's professionals have in-depth experience and are contemporary and responsive

in their approach.

Forum's programs are intensive, participative, exciting, and most important,
performance related. The advanced instruetional techniques and designs create

the desire and ability for the participant to apply his/her new skills.

Forum currently has offices in the following locations:

Corporate Headquarters

84 State Street
Boston, Massachusetts 02109
(617) 523-7300

Other Offices

105 West Adams Street
Suite 3530

Chiecago, lllinois 60603
(312) 346-4500

237 Lancaster Avenue
Room 210

Devon, Pennsylvania 19333
(215) 687-3733

1750 Montgomery Street
San Francisco, California 94111
(415) 391-4997

441 Lexington Avenue
Room 1105

New York, New York 10017
(212) 687-4930

21031 Ventura Boulevard

Suite 403

Woodland Hills, California 91364
(213) 999-6565

3 Parkway Center
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Planning
1:00

1:45
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2:45

3:30
4:15
5:15

Case Preparation and Discussion: Eagle Aireraft, Inc. (A)
Group Discussion: Eagle Aircraft, Ine. (A) Addendum
Discussion and Integrator Exercise: Influence Practices Feedback, Part 1|

Lunch

Group Discussion and Integrator Exercise: Influence Practices Feedback,
Part II

Case Preparation and Discussion: Magnum Hotels, Ine. (A)
Coffee Break

Group Discussion: Magnum Hotels (A) Addendum and Magnum Hotels,
Inc. (B)

Individual Exercise: The Forum Role Guide

Integrator Exercise: Planning for Improvement

Day Ends
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Introduction to Role-Play Exercise: Eagle Aircraft, Inc. (C)
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Role-Play Exercise: Eagle Aircraft, Ine. (C)
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Integrator Exercise: Influence Practices Feedback, Part V and Planning
for Improvement
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4:00 Individual Exercise: Commitment to Plans for Improvement
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LEARNING FOCUS

CONTENT

LENGTH

LICENSE

Managers who have had
little or no recent manage-
ment training:

® new managers ® experi-
enced managers with no
formal management training
* experienced managers
who need a refresher ® re-
cent graduates with no prac-
tical management training

Assessment of management skills and
identification of areas for improve-
ment; aﬁﬂication of new knowledge
and techniques; development of an in-
dividual plan for performance im-
provement.

Understanding the manager's job:
planning, organizing. and taking
action: establishing performance
objectives; developing subordi-
nates through coaching: decisions
in management: application
planning.

3 days

Yes

Exceptional
Management
Practices

Managers: .
¢ with at least three direct
subordinales ®* who have
previous training experience
® who have been in their
present position for at least
6 months

Assessment of effective management
practices; receipt of feedback on cur-
rent use of management practices;
identification of strengths and
weaknesses; skill building for on-the-
job application of management prac-
tices; establishment of a plan to im-
prove in selected areas.

Analyzing management practices;
coaching and counselling: per-
formance appraisal: goal and task
definition; team building: applica-
tion planning.

3 days

Yes

Influence

Management

Managers who must perform
all or part of their job
through people over whom
they have no direct control.
including people in:

o« staff departments e project
management teams e product
manager groups « matrix
organizations

Assessment of what influence
management is; receipt of personal-
ized feedback on critical influence
practices; identification of strengths
and weaknesses; development of in-
fluence management skills; establish-
ment of a personal plan for improve-
ment of influence management skills.

Analyzing influence management;
planning; conflict; support; sys-
tems; the influence maze: applica-
tion planning.

3 davs

Yes
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Organizational Top-level managers, Assessment of actual climate and manage- | Understanding organizational 3 days Yes
Climate : executives-single or ment practices; identification of strengths climate and how it affects per-

Workshop multifunction and areas for improvement; establishment | formance; understanding the im-
of a climate management strategy and pact of management practices on
plan for improvement. climate; analysis of actual climate
and management practices as per-
ceived by subordinates; develop-
ment of specific plans to improve
climate and to involve work
group in improvement efforts.
Organization Top-level managers, Assessment of actual climate and manage- | Survey of organizational units, Survey Yes
And executives-single or ment practices; identification of strengths using interviews and question- 30 days
Management multifunction and areas for improvement; establishment | naires; feedback of survey results
Audit of a climate management strategy and to top management and key Feedback
plan for improvement. executives; development of per- conferences
formance improvementl plans. 1 to 3 days
Practices All management levels Creation of management practices and Content tailored specially to Research Yes
Research— competency model; assessment of effective | those practices which distinguish phase
Custom management practices; receipt of feed- successful managers in client 90 days
Programs back on current use of management organization.
practices; identification of strengths and Development
weaknesses; skill building for on-the-job phase
application of management practices; 120 days
establishment of a plan to improve in
selected areas. Program
length
3 to 6 days

Boston ¢ New York

Philadelphia *  Pittsburgh *

Chicago

Los Angeles o

San Francisco
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Standard Seminars

THE FOR

CORPORATION

attend the Exceptional
Sales Performance
seminar.

salespeople may encounter in im-
plementing plans for performance
improvement; development of
specific coaching strategies to assist
sales managers in reinforcing
Exceptional Sales Performance and
in motivating their salespeople.

-management; territory and

account planning; effective
coaching strategies; goal set-
ting and planning for per-
formance improvement;
reinforcing and coaching
using the specific concepts
and tools in Exceptional
Sales Performance.

TTTLE WHAOTSI%S]I]ILD LEARNING FOCUS CONTENT LENGTH LICENSE
# =
Exceptional Salespeople and sales | Development of professional selling | Analysis of the salesperson’s 3 days Yes
Sales managers with direct skills; identification of skill areas job; time management;
Performance account responsibility | for improvement through actual assessment of sales skills;
and with or without feedback from customers; appli- development of creative
training in face-to-face | cation of new knowledge through sales strategies; motivational
selling. a detailed plan for increased selling; account and territory
sales and improved personal planning; goal setting; sales
performance. Performance analysis | planning.
workbook helps participants con-
tinue to apply skills and use tools
acquired during program.
Managing Sales managers and Understanding of the skills, Analysis of the sales job; 3 days Yes
Exceptional sales executives who strategies, and sales tools learned in | time management; creative
Sales manage people who the Exceptional Sales Performance | sales strategies; motivational
Performance have attended or will program; identification of problems

Boston *® NewYork o
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TITLE frsr it LEARNING FOCUS CONTENT LENGTH | LICENSE
Exceptional Salespeople and sales Reinforces concepts and tools ac- Analysis of performance 1 day Yes
Sales managers with direct quired in the Exceptional Sales Per- | progress; problem solving
Performance account responsibility | formance seminar; develops infor- through territory analysis;

Reinforcement who have attended the | mation gathering, questioning, and | determining account poten-
Workshop Exceptional Sales probing skills; generates measure- tial; development of a self-
Performance seminar. ment of sales improvement progress | improvement plan.
to date, new sales plans, and active
management involvement in the
sales improvement effort.
Managing Salespeople with at Development of key account Understanding the key ac- 3 days Yes
Key least 1 year of direct management skills; improves par- count relationships; assess-
Accounts account responsibility. | ticipants’ ability to cement, protect, | ment of critical key account
and expand relationshipsand sales | skills and knowledge; know-
in important existing accounts. ing the customer’s business;
Feedback report provides a picture | influencing the customer’s
of the participants’ knowledge of organization; orchestrating
their own and their customers’ internal resources; develop-
business and of their effectiveness ing creative strategies for ac-
in influencing customers’ decision- | count growth; servicing for
making processes and support account penetration.
resources within their own
organizations.
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EAGLE AIRCRAFT, INC. (A)

Bill Hahn, business manager for the turbo-powered twin-engine aireraft at
Eagle Aircraft, Inc., crossed the parking lot and glanced at his wateh. He
frowned as he realized it was after 8:30 in the morning. He normally tried to
reach the office by 7:30 or 8:00 because that seemed to be the only time to
organize his day before everyone started descending on his office. Arriving this
late, he wouldn't have any quiet time before the day got hectic.

He barely had time to get in the door and sit down at his desk before Jeb
MeGill, the marketing representative for Hahn's product line, stuck his head in.

"Morning, Bill," McGill smiled. "Hate to start you off this way—do you
want the good news or the bad news first?" Without waiting for a reply, MeGill
settled himself into the other chair in the office. Hahn sat baek in his chair and
waited. In his 8 years at Eagle, he had become accustomed to hearing both
kinds of news, usually the bad.

"Well," MeGill launched in. "We've got a problem. Manufacturing has
bumped the January production run of our turbo twins into mid-February to help
Single Engines out on a big order."

Hahn leaned forward and slammed the file he was holding down on the

desk. "Here we go again. I know other people get in a bind, but I'm tired of
paying for their mistakes."

Eagle Aircraft, Inc,

Eagle Aircraft was formed to make light aireraft soon after the end of
World War II. Jack Eagle, an ex-Army Air Force pilot, believed that ecivil
aviation would grow rapidly in the postwar period, and he wanted to get
involved from the beginning. He founded Eagle Aireraft with Charles Yost, a
brilliant design engineer, and introduced the Model 80, a four-seater, single-
engine, high-wing monoplane.

Eagle Aircraft struggled through the late 1940s and early 1950s in a
market that did not grow as fast as expected. Competition was strong, and only
well-managed companies with a solid produet, such as the Model 80, were able
to survive.

During the 1960s, Eagle Aireraft expanded its line of light aireraft to
include twin-engine business models. In the late 1960s, the company introduced
a turbine-powered, light twin-engine business plane that proved to be highly
suceessful.



By the late 1970s, Eagle's product line included four piston-powered,
single-engine aircraft; three piston-powered twin-engine aircraft; and two
turbo-powered medium twin-engine aircraft used both for business and for
commuter airline operations.

Since the early 1950s, the company had been organized into two divisions.
The Standard Aireraft division handled the actual manufacturing and marketing
of the aircraft that the company made, while the Special Operations division
developed the prototypes for new models and worked with Engineering until the
new aireraft was certified by the Federal Aviation Administration. Once the
plane was certified, the drawings were released to the Standard Aircraft
division, which then took charge of volume production of the model. In recent
years, the Special Operations division had taken on a number of nonaireraft
projects to employ unused resources as slacks ocecurred in the division.

The Reorganization

Until approximately 1 year before, both divisions of the company were
organized functionally. (See Exhibit 1 for a partial organization chart of the
Standard Aircraft division prior to the reorganization.) Then, Eagle Aircraft
switeched to a business group manager system, in which one individual—the
business manager—was responsible for each "business," which in the case of the
Standard Aircraft division was a product line.

The division had three business managers, responsible for the single-engine
aireraft, the twin-engine prop aircraft, and the turbo-powered twin-engine
aireraft produet groups, respectively. At the same time, the company had
retained functional groups for Manufacturing, Engineering, and Marketing,
which were headed up by functional managers. The business manager had no
direct authority over the functional departments; he or she called on them for
the resources needed to run the product line successfully. Each of the three
funetional groups, in addition to a number of functional people in a traditional
pyramid, included a representative to each of the three produect lines. The
three functional representatives, together with the business manager for a
particular product line, constituted an informal business team. (See Exhibit 2
for the current organization of the Standard Aircraft division.)

Sinece new product development was not handled by the division, the
business manager's main concerns were special applications, product
modifications, and market acceptance of the product line. Each business
manager had direct profit responsibility for his or her products and was charged
by each functional group for the use of its resources.

Hahn had been with Eagle Aircraft for 8 years. With an MBA from the
University of Illinois and 2 years in the Army behind him, he had picked Eagle
because he thought the company was in a growing market—and, to some extent,
because he himself was a frustrated student pilot who had never quite gotten his
own license. He had done well as a sales representative and then as manager of
Distributor Sales. When the company was reorganized, he had been appointed
business manager of the Turbo Twins group.



The Bad News

Hahn brought his thoughts back to the present, as MeGill explained the
situation with Manufacturing. "Well, I'm sure you've got a memo on this
yourself, but I had one this morning from George Lister. We have once again
been had. As I started to say, they've shifted our January production run into
mid-February to make room for an unexpected increase in a big order of singles.
I marched right down to Lister's office, but he assures me that there is no other
way to handle this run. I beat on the proverbial floor and said we would miss a
couple of very important orders, but I had to admit that our sure misses weren't
with clients as big as the one buying the singles."

"Well, I certainly hope that's the bad news," Hahn replied, restraining
himself from going into Lister's office himself.

"Right. Well, the good news is that they will combine the mid-February
run with our Mareh one so that we'll have the March production early."

"Big deal," Hahn replied. As he and MecGill went down to the coffee
machine, Hahn felt himself overcome by a kind of fatigue that didn't make
sense, given the hour. If what MeGill said was true, he was bound to miss his
January revenue target, and top management wouldn't be interested in hearing
about Lister's "shenanigans.” Hahn was pretty sure that was what they were.
He suspected that Lister was trying to make up for slippage somewhere else.
Hahn was pretty sure that Lister wouldn't hesitate to pick him as a candidate
for any hardships that had to come out of a rescheduling.

He and Lister had never said more than hello until the reorganization, and
then they had gradually drifted into a kind of guerrilla warfare. Hahn suspected
the reason: as the manager of the most luxurious line of airplanes, he made the
most demands in terms of responsiveness to the marketplace. Lister just wasn't
used to taking orders from anyone.

Just after the reorganization, they had had a battle about how many
colors of interior carpeting would be inventoried for his luxury models.

At the time, Lister had said, "Listen, inventory costs are skyrocketing—
we can't go stoekpiling the rainbow just for a couple of customers."

Hahn retorted, "Hey, anyone who pays over half a million dollars for &
plane ought to have the color he wants without waiting 3 months for it."

In the end they had taken the dispute all the way to Rob Whittaker, vice
president of the division. Since then, most of their disputes had gone the same
way. With other functional managers, Hahn had tried to take a more aggressive
stand, to avoid that kind of escalation. He didn't have much trouble with Mark
Stein and his people in Marketing, since he had come out of the sales funetion
himself. With Engineering, he just said to Andy Evans that if he was responsible
for bottom-line profits and if he was the one absorbing Engineering's costs, then
he would be the one to decide what tradeoffs were made. He had to admit that
that stance seemed to be paying off with Engineering. He wished he could have
done the same with Lister in Manufacturing.
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What really made Hahn mad about this latest incident was that Frank
Kirby, the manufacturing representative to the Turbo Twins line, hadn't said a
word about it. Kirby was supposed to be a liaison, but in fact he was clearly in
Lister's camp. Hahn made a note to talk to Kirby about what had happened.

The Landing Gear Meeting

Hahn barely had time for a little paperwork before his 9:30 meeting with
MeGill and Engineering to discuss the wing carry-through bulkhead in the eabin
of the Model 120. At the meeting were Hahn, Susan Ronson, engineering
representative for Turbo Twins, MeGill, and several engineers familiar with the
bulkhead design.

MecGill started the meeting off by explaining that the bulkhead now
protruded into the cabin area and restricted passenger movement and cabin
layout. Several customers had complained about it, so Eagle needed to find a
way to reduce the protrusion.

Pete Orsi, one of the engineers, instantly replied, "Well, this is an
airplane, not the Queen Mary." Hahn knew the conversation would take its
usual course. They were off and running.

"It's also a $750,000 machine," Hahn shot right back to Orsi, "and people
like to streteh their legs out for that kind of money!" Orsi was fond of
delivering one-liners. Hahn wasn't in the mood for them that morning.

"Look," Hahn said, turning his attention to Ronson. "Why is Engineering so
negative about fixing this problem? We've brought it up before, and you'd think
we were asking you to double the weight. We pay for your services. Aren't you
looking for work these days?"

Ronson explained that the main objection to reducing the protrusion was,
in fact, that it would add a certain amount of weight, since the wing carry-
through would have to be built up underneath. It could easily cost Eagle its
claim as the company with the fastest turbo twin on the market.

"But our market reputation is not your concern," Hahn replied. "Let me
and Jeb take care of that."

"It may be your responsibility, but it's my problem when Jack Eagle wants
to know why his engineering people can't be in the lead, the way they used to,"
Ronson said angrily.

Hahn realized that the meeting was getting out of hand, so he moved to
close, saying, "Look, Susan, you know what we want. Why don't you come up
with some possible changes and let me review them. I can get together with
Jeb and then get back to you."



Ronson agreed, and the meeting broke up.

On his way back to his office, Hahn stopped by to see Kirby to find out
what had happened on the shift of production priorities for January.

"Listen, Bill," Kirby said, after Hahn asked why Kirby hadn't told him
about the scheduling shift. "I'm really in the middle here. I knew you needed
that time, and I told Lister. But there wasn't mueh more I could do. You know
as well as I do that where I live is here in Manufacturing. Lister's the one who
does my performance appraisal—not you—and besides, he said he would tell you
himself."

"Frank, you knew what your job involved when you joined the business
team," Hahn replied. "I don't care what Lister says, your job is to keep me
informed. If I'd known what he had in mind, I could have complained further.
You know how much harder it is to change things after the fact."

Kirby insisted that he'd only followed orders from Lister, and Hahn finally

dropped the matter. Maybe Kirby just wasn't the person for the manufaeturing
representative's job.

The Business Manager's Job

Leaving the manufacturing area, Hahn thought back to the day that he had
accepted the business manager's job. He had met with Whittaker, the division's
vice president, to make his acceptance official, and he had taken advantage of
the opportunity to ask Whittaker what he saw as the relationship between the
business managers, the functional manugers, and the functional representatives
who were assigned to each product line.

"Frankly, Bill," Whittaker had started out, "this is a new kind of thing for
us, and I think we want to feel our way carefully. In 2 weeks, you'll know more
about working in this kind of organization than I do, so I'm pretty much going to
let you operate the way you think best. But my suggestion would be not to set
any hard and fast rules—let people pretty much feel out their roles."

Looking back, Hahn had to smile. The "feeling out" period seemed
unending—nobody knew what role to play, and there was a lot of confusion.

Airborne Systems, Ine.

Hahn spent most of the rest of the afternoon reviewing a proposal for
navigation equipment that he had received from Airborne Systems, Inc. A few
weeks before he had heard about their new, smaller radio/navigation package,
which nevertheless offered all of the features that a fast turbo twin needed. He
had written directly to the manufacturer and asked for information. Airborne
shot back an engineering proposal to install their new units in his produet line,
and the proposal looked pretty good. Airborne's installation would also probably
be cheaper than one done in-house, since Airborne would, of ecourse, absorb part
of the installation costs as a marketing expense.
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He knew that Evans, the manager of Engineering, would protest loudly
when he found out. "But what am I supposed to do—turn down a good offer that
would improve the line and save me money, just to please some in-house
people?" Hahn said to himself. His philosophy in these situations was to go
ahead and then deal with the problems later.

Performance Review

On the way home, Hahn's thoughts turned to his performance review,
which was coming up with Whittaker in less than a month. His numbers were all
right—they weren't great, but they would do. What he was counting on was that
other business managers' numbers were less satisfactory. Hahn thought his
strong suit was singleness of purpose. Whittaker had once told Hahn that he
should focus on the product's well-being and not worry about anything else.
Hahn thought he was doing just that. He knew the market, and he knew his
product. On the other hand, he knew he would never be the most popular
person. He felt that he spent a lot of his time handing down judgments. "Well,
that was true when I was a sales manager, too. Maybe it is just a part of being
a manager," he thought. He was curious to see how the review would go.



Exhibit 1

PARTIAL ORGANIZATION CHART—EAGLE AIRCRAFT, INC.
PRIOR TO REORGANIZATION
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Exhibit 2

PARTIAL ORGANIZATION CHART AFTER REORGANIZATION—EAGLE AIRCRAFT, INC.
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EAGLE AIRCRAFT, INC. (A)

Addendum

About a month after the problem with Lister over the rescheduling of the
January production run, Hahn had his scheduled performance review with
Whittaker. Whittaker did not seem too disappointed with Hahn's numbers,
although he indicated that he hoped the second year in the new structure would
bring the business managers eloser to their goals.

Then he turned the subject to the "people" aspects of Hahn's performance.
He indicated that, while he understood that the job was new, he had the feeling
that Hahn was not approaching it in quite the way Whittaker had hoped. The
two talked for several hours. Whittaker mentioned several incidents involving
confliets that he felt were symptoms of a failure in Hahn, as well as the other
business managers, to create the kind of unified team that Whittaker had hoped
to see. He then announced that he had enrolled Hahn, the other two product
managers, and a number of the people with whom they worked in a seminar.
The seminar would, among other things, provide them with feedback about how
well they were using certain management practices important in their jobs.

Hahn wasn't quite sure what the seminar would involve. A few weeks
later he received a packet of questionnaires, which he was instructed to pass
out to a group of his peers and superiors, as well as to subordinates.

Hahn was a little dubious about going into the seminar, which took place
in early November. When he returned, he felt more positive about the training.
He deseribed his reactions to the feedback to his wife.

"I tell you, Karen, it was quite an experience, really seeing what people
had to say about you. But I have to admit it was helpful to me in two ways.
First, 1 wasn't even aware that some of these practices were important in my
job. So the seminar gave me a better idea of what I was supposed to be doing
and why. Then the feedback report actually pinpointed for me which of the
practices I was strong in and which needed a lot of work. With that
information, I felt I could concentrate my efforts where 1 knew they were most
needed.

"Don't get me wrong," he continued, showing her the report. "I don't think
all these practices are equally important. But by thinking about each practice, |
was able to decide how important I felt it was in my own job. Then, by looking
at my score for that practice and these importance ratings, I could decide how
bad things were. Combining all the data, I could decide which practices to
make my priorities. There sure were plenty of weak ones to choose from. But
also came away with an idea of my strengths and a lot of new ideas for how to
go about improving things." (See Exhibit 1 for a copy of Hahn's report.)
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His wife smiled as she leafed through the report. "I could have told you
some of these things," she said. "I guess you can't separate the person from the
manager."

"Well, Il tell you one thing," Hahn replied. "This is more feedback than

I've gotten in my 8 years in business. Now I've got to get down to doing
something about it."

-12-
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INFLUENCE PRACTICES FEEDBACK REPORT
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INFLUENCE PRACTICES FEEDBACK REPORT
PREPARED BY

THE FORUM CORPORATION, BOSTON, MASSACHUSETTS

William Hahn

Standard Aireraft Division
Eagle Aircraft, Inc.
Kansas City, MO

This Influence Practices Feedback report is a key tool for you to use in trying to improve the way in which you work
with others. The process of using feedback as a basis for learning and changing is critical to professional growth. This
report is designed to help you develop both an understanding of your current way of interacting with others and a specific
action plan for improvement.

The report reflects the collective views of people with whom you work, drawn from the questionnaires that they
completed about you, as well as your own responses to the questionnaire you completed on yourself. Some parts of the
feedback will probably please you and give you a great deal of satisfaction; other parts will be less satisfying and may even
surprise you. While there is a natural tendency to reject the negative data, doing so ecan eliminate some of the most useful
feedback. Therefore, before disregarding any feedback, listen carefully to what it has to say.

The Influence Practices Feedback report provides you with a considerable amount of information. However, your
final priorities for improvement will depend not only on this report but also on your own evaluation of the needs of your
work group and of the areas that can realistically be improved.

The report is organized into five parts. Part I provides you with your average application level for each of the
following three clusters: Planning, Conflict, and Support. Parts I through IV provide specific application levels for
practices in each of the three clusters together with data concerning the importance your associates assigned to each
practice. Part V summarizes your and your associates' perceptions of the eight influence management practices most
important on the job.
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William Hahn page 2

To help you use this feedback most effectively, The Forum Corporation has grouped the influence management
practices into subelusters as well as clusters. The Planning cluster contains two subelusters: Establishing Direction and
Reinforcing Commitment. Conflict contains three subclusters: Ensuring Information Sharing, Utilizing Status, and Making
Decisions. Support contains two subclusters: Building Confidence and Demonstrating Open-mindedness.

The Forum Corporation is committed to the confidentiality of individual questionnaire responses and feedback
reports. The integrity of this system as an individualized learning tool depends on the confidentiality of the data collection
and feedback process. This is your personal report; except for the instructor, you alone will see it.

PART I SUMMARY PROFILE

The three clusters into which the practices have been divided are listed in the left-hand column below. In the middle
column is your average application level, expressed as a percentile from 0 to 100, for all of the practices in that cluster, as
indicated by the questionnaires others filled out on you. (The application level is the level at which others perceive that
you apply a particular practice or group of practices.) The right-hand column shows the average application level that you
gave yourself for the practices in that cluster. The data on this page are meant to provide you with an overview of your
relative strength or weakness in each cluster. Application levels for individual practices in each cluster are provided in the
following parts of this report; they will allow you to analyze the data in more detail.

Application Level

Average Response of Your Own
Cluster Others Response
Planning 58 72
Conflict 25 46
Support 33 36

The data here and on the following pages are based on the responses from your own questionnaire and on the responses
from five questionnaires completed by others.
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William Hahn PART II. PLANNING page 3

The eight practices in the Planning cluster are grouped into two subclusters below. The application level for each
practice is a percentile score based on the average of the responses of the people who completed questionnaires on you.

Practice Application Level
Establishing Direction
1. Making sure the role each person will play in accomplishing a task 86
is clear.
2. Understanding whieh decisions can be made alone and which 32

decisions need to involve others.

3. Striving to set team or group goals as well as individual goals. 58
4. Recognizing the value of bringing together people with different 36
opinions.

Reinforeing Commitment

9. Personally emphasizing and demonstrating goal commitment and 89
persistence in achieving goals.

6. Being consistent in communieating priorities. 88

7. Insisting that group members make every effort to solve joint 42
problems among themselves before taking them to higher manage-
ment.

8. Treating with an open mind requests to change plans and goals 31

when cireumstances seem to warrant change.
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William Hahn GRAPH FOR PLANNING PRACTICES page 4

This page contains a graphic display of your scores for practices in the Planning cluster, plotted on both a horizontal
and a vertical axis. The horizontal axis represents the application level for that practice; the vertical axis represents the
importance ranking your associates assigned each practice. Your associates were asked to rank each practice according to
its relative importance to them in working with you, on a scale from 1 to 4, with 1 representing neutral and 4 representing
critical. This graph places each practice in a specific quadrant, to help you determine improvement priorities based on
both the application level and the relative importance of the practice.
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William Hahn PART llI. CONFLICT page 5

The nine practices in the Conflict cluster are grouped into three subclusters below. The application level for each
practice is a percentile score based on the average of the responses of the people who completed questionnaires on you.

Practice Application Level
Ensuring Information Sharing
9. Encouraging others who are reluctant to express or defend their 22
opinions to do so.
10. Encouraging the open airing of problems and differences of opinion. 31
11. Responding in a nondefensive manner when others disagree with 18
one's views.
Utilizing Status
12. Trying to influence others through knowledge and competence 28

rather than through official status.

13. Being willing to share one's power in the interest of the overall 36
organizational goal.

Making Decisions

14. In conflict situations, looking for points of reconciliation of views 23
rather than differences.

15. Encouraging decisions based on logic and the weight of evidence 30
rather than other considerations.

16. Encouraging the reaching of decisions through a blending of ideas 21
rather than through force.

17. Seeking creative ways to resolve conflicts. 20
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William Hahn GRAPH FOR CONFLICT PRACTICES page 6

This page contains a graphic display of your scores for practices in the Confliet cluster, plotted on both a horizontal
and a vertical axis. The horizontal axis represents the application level for that practice; the vertical axis represents the
importance ranking your associates assigned each practice. Your associates were asked to rank each practice according to
its relative importance to them in working with you, on a scale from 1 to 4, with 1 representing neutral and 4 representing
critical. This graph places each practice in a specific quadrant, to help you determine improvement priorities based on
both the application level and the relative importance of the practice.
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William Hahn PART IV. SUPPORT page 7

The seven practices in the Support cluster are grouped into two subclusters below. The application level for each
practice is a percentile score based on the average of the responses of the people who completed questionnaires on you.

Practice Application Level
Building Confidence
18. Behaving in a way that leads others to trust one. 30
19. Being supportive and helpful to others as they perform their jobs. 22
20. Expecting others to find and correct their own errors rather than 68

correcting errors and solving problems for them.

21. Encouraging innovation and calculated risk taking in others. 43

Demonstrating Open-mindedness

22. Considering the views of others according to the logic of those 21
views, rather than according to personal preferences.

23. Considering the opinions of others open-mindedly before evaluating 19
the opinions.

24. Evaluating the views of others according to their knowledge and 27
competence, rather than according to their position in the
organization.
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William Hahn GRAPH FOR SUPPORT PRACTICES page 8

This page contains a graphic display of your scores for practices in the Support cluster, plotted on both a horizontal
and a vertical axis. The horizontal axis represents the application level for that practice; the vertical axis represents the
importance ranking your associates assigned each practice. Your associates were asked to rank each practice according to
its relative importance to them in working with you, on a scale from 1 to 4, with 1 representing neutral and 4 representing
critical. This graph places each practice in a specific quadrant, to help you determine improvement priorities based on
both the applieation level and relative importance of the practice.
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William Hahn PART V. IMPORTANCE RANKING page 9

This section lists the eight influence management practices your associates considered most important in working with
you; the importance ranking is derived from averaging your associates' responses for each practice, based on a scale from 1
to 4, with 4 representing critical and 1 representing neutral. This section also includes your own importance ranking, based
on the same scale, together with a restatement of the application level for each practice. The following eight practices
were culled from the list of 24 practices and rank-ordered; the most important practice appears first. (The rank order is
expressed as a number in parentheses following each practice.) The specific practice number and the cluster the practice is
grouped under are also included.

Importance Ranking

Practice Number Application Average
Practice (Rank-Order) and Cluster Level of Others Yours

Encouraging the reaching of de- #16, Conflict 21 3.8 3
cisions through a blending of ideas
rather than through force (1)

Considering the views of others ac- #22, Support 21 3.6 3
cording to the logie of those views,

rather than according to personal

preferences (2)

Treating with an open mind requests #8, Planning 31 3.6 2
to change plans and goals when

circumstances seem to warrant

change (3)

Understanding which decisions can #2, Planning 32 3.4 <
be made alone and which decisions
need to involve others (4)

Behaving in a way that leads others #18, Support 30 3.4 2
to trust one (5)

Considering the opinions of others #23, Support 19 3.2 3
open-mindedly before evaluating the
opinions (6)
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Practice (Rank-Order)

Responding in a nondefensive manner
when others disagree with one's views

(7)

Encouraging the open airing of pro-
blems and differences of opinion (8)

PART V. IMPORTANCE RANKING (continued)

Practice Number Application
and Cluster Level
#11, Conflict 18
#10, Conflict 31

page 10

Importance Ranking

Average
of Others

3.2

3.0

Yours

3
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MAGNUM HOTELS, INC. (A)

"Ever since we became part of the Magnum chain, my job has been total
confusion," said Mark Washburn to his wife one Monday evening. Washburn was
director of Sales for the St. George Hotel in New Orleans. "It used to be that my
boss Claude and I knew where we were going and how to get there; but now with
this crazy dual-authority system where those headquarters guys in New York are
trying to call the shots, I'm not sure who's in charge."

"Well, you said that working for two bosses sounded really confusing when you
first heard about it," said his wife.

"And it sure is," replied Washburn.

"You ought to let me have a shot at it, Dad," said Washburn's oldest son.
"After all, I've been living with two bosses all my life, and I get along fine with
both of you."

The Merger

The St. George had been taken over by the Magnum Hotel chain 6 months
earlier through an amicable merger initiated by the stockholders and management
of the St. George. The survival of the large independent hotel had become more
and more precarious, and the St. George stockholders and management wisely
realized that merging with a strong, established chain was the only way to protect
their investment. The Magnum chain appeared to be the most attractive partner,
primarily because one of its basic operating philosophies was to allow each of its
many properties to maintain its individuality. Thus, it was hoped that the St.
George would be able to retain its traditional character and clientele while
benefiting from the strength and worldwide appeal of a large, centralized chain.

As soon as the merger had been completed, Magnum's corporate management
in New York began the process of absorbing the St. George management into the
structure of the corporation and supplanting or supplementing the existing
management systems with those of the Magnum chain. For example, the quarterly
profit and loss statement was still prepared by the Accounting staff at the St.
George, but the Accounting department at corporate headquarters kept track of
the St. George's contribution to the Magnum chain and prepared reports on overall
profitability.



The Organization of Magnum Hotels

Magnum Hotels began as a loose confederation of independent hotels, tied
together only by name and reservation referrals. At first, corporate headquarters
in New York maintained a laissez faire management policy. In 1953, Jules
Magnum, the Chairman of the Board and founder of the chain, retired, and his son
Howard took over. Unlike his father, Howard exercised strong central control.
During the intervening years, Magnum's structure evolved from a loose
confederation into a strongly centralized one. It now used strong dotted-line
organization to coordinate corporate headquarters and hotel branch management,
though formal recognition of this pattern had only recently begun to emerge in top
manage)ment's thinking. (See Exhibit 1 for a partial organization chart of Magnum
Hotels.

The dual-authority organization of Magnum was very effective in dealing with
two essential and yet seemingly disparate facets of the hospitality market. On one
hand, many elements of the market were unique to the specific location of the
property. Available tourist attractions and the city's convention facilities, local
competition, local business clientele, and so on required a unique response by each
hotel.

On the other hand, the power and efficiency inherent in centralized operation
could provide significant benefits, such as chainwide advertising, a national
computerized reservation system, consolidated purchasing, national tour booking,
and servicing of national accounts.

The St, George Hotel

The St. George was situated on the outskirts of the French Quarter in New
Orleans. Built in 1947, it was considered a showpiece of New Orleans and a
landmark in postwar hotel design. Over the years, it had acquired a reputation and
clientele that reflected quality and excellence of service. In 1974 the hotel was
completely renovated and its rooms and meeting facilities totally modernized.

In the center of the hotel was the four-story Garden Court lobby, from which
radiated many of the hotel's facilities. Both of the hotel's restaurants were
accessible from this lobby, as were the florist shop, the boutique, the newsstand,
airlines reservation desks, and two popular cocktail lounges. In addition, the first
floor contained two ballrooms, the larger of which could seat 1,500.

During the remodeling, both ballrooms had been rewired to accommodate
trade shows and displays of almost any type, and complete audiovisual and closed-
circuit TV systems had been built in.

On the second and third floors, 16 conference and meeting rooms were
flexibly arranged to provide facilities for groups from 20 to 350. Guest rooms were
located on the fourth through sixteenth floors and numbered more than 800. The
seventeenth floor housed several luxury suites and the hotel's nationally famous
restaurant, the Riverboat Room.



Organization of the St. George: The St. George followed relatively
traditional organizational lines. It was headed up by the general manager, Claude
Jardine, who had been with the hotel for 20 years, and who had been general
manager for the past 8 years. Reporting to him were the functional managers
responsible for Sales, Food and Beverage, Rooms and Facilities, and
Administration. (See Exhibit 2 for a partial organization chart of the St. George.)
A very important function was Sales, which was responsible for filling the rooms, as
well as selling the banquet and meeting facilities.

In turn, each of the major functional managers at the St. George operated
under a strong dotted-line relationship back to the functional vice president at
Magnum headquarters. Thus, Washburn reported directly to Jardine, but he also
had a strong dotted-line relationship to Larry Klein, the vice president of Sales.

Clientele: The St. George's business typically came from a variety of
sources. Conventions and travel package plans were the major source of large
groups of guests, while business travelers were the biggest category of individual
guests. Tourists were a steady and significant source of business, and at Mardi
Gras they filled the hotel. The Superdome provided a major attraction as a
convention site, and a major sporting event such as the Super Bowl drew thousands
of people to New Orleans and the St. George.

Conventions:  Conventions ranged in size from small local functions
occupying a portion of the hotel to national meetings such as the one held by a
major political party, which required the facilities of almost the entire eity. Major
conventions such as the American Medical Association or the American Legion
were booked 5 to 6 years in advance and drew fierce competition nationwide.
Local conventions such as the New Orleans Police Benevolent Association required
different marketing techniques—the lead time was less, and they were easier to
coordinate. Attractiveness and adequacy of facilities as well as price were major
factors in the convention business.

Tours: Tours comprised groups of travelers who had some special interest and
sought the benefits of group travel, such as price reductions in accommodations,
food, and travel as well as complete itinerary planning and packaging. Tours were
arranged by travel agents at both the local and national level and focused on a
single site as well as on themes that included several sites. For example, a
women's club from Cincinnati staying 3 days at the St. George was interested in
Civil War history and visited not only New Orleans but also Atlanta, Savannah, and
several battlefields, while the Super Bowl brought a group of 200 from Dallas for
the weekend. As was true with the convention business, selling to these buyers
involved contact with national tour operators as well as multitudes of individual
travel agents across the country.




Individual Travelers: Business travelers represented a large portion of the St.
George's clientele.  Many booked reservations through the Magnum central
reservation system, while others used travel agents or called the hotel direetly.
Where business people left the decision up to the company travel department,
company personnel normally preferred to use a central system, dealing with a
minimum number of hotels. Pleasure travelers booked individually as well as
through travel agents.

The Current Situation

Washburn's frustration Monday evening had resulted from his experiences of
the day. It seemed that all of the misunderstanding, frustration, and lack of
direction that could be expected from an organizational change had come to a head

in one day. He recalled the start of his morning meeting with the general manager,
Claude Jardine.

"What do you mean, you are booking 300 rooms for the Garden Club of Ohio in
the first week of June?" shouted Jardine in a burst of temper. "Do you know what
the 20 pereent tour discount will do to our average room rate? Don't you know that
both Louisiana State and Tulane have graduations that week? We could fill the
hotel with celebrating parents willing to spend far more than the Garden Club from
Ohio!"

"Claude, I know, 1 know," soothed Washburn, only partially masking his own
frustration. "One of the so-called benefits of being the only Magnum hotel in town
is that we receive all Magnum tours that stop in New Orleans. Magnum policy
states that all Magnum hotels must accept tours booked by New York into their
cities. Overall," continued Washburn, "it makes my job easier, but that discount
sure does hurt the profit picture. However, I know for a fact that New York
couldn't book a single tour without at least 20 percent off."

"At those discounts, maybe it would be better if they didn't book any tours,"
muttered Jardine., "After all, I'm the one responsible for meeting the profit goals
for this hotel."

Washburn left Jardine's office still rankled that the hotel would have to turn
away luecrative business in June to satisfy the New York Sales office. Hoping to
brighten his day, he dropped into the office of Hopkins, a bright, aggressive young
assistant Convention Sales manager with a strong sales record.

"How are things, Frank?" asked Washburn.
"T don't know, Mark," responded Hopkins. "I'm still trying to find out what

happened with the National Association of Manufacturers Southern Region
Convention."



"What's the story?" asked Washburn.

"Well, I just found out that the New Orleans Sheraton picked up the NAM
Southern Region Convention scheduled for this time next year, and New York is
asking me why we didn't get it. [ know why we didn't—it's because we didn't
bid—but instead I said that I didn't know but would look into it."

"You've got to help me out," continued Hopkins. "My understanding of the
Magnum procedures is that New York is responsible for soliciting the business of all
national associations. I would have liked to try for the NAM business, but with the
Southern Region headquarters in Miami, I figured my expense account for the trip
would raise red flags in New York when it came up for approval—'trespassing on
corporate territory,” you know. 1 dismissed the idea, and now New York is telling
me it was my responsibility after all because the NAM operates with autonomous
regions that make their own arrangements.”

"I sympathize with you, Frank," Washburn replied. "It seems that around here
you're wrong no matter what you do. Let me see if | can talk to Larry Klein in New
York and straighten this out. We've lost this one piece of business. I'd hate to lose
more like it."

Washburn talked to Klein in New York, with little success. Evidently, it was
clear to Klein that the responsibility belonged to the St. George, and he even went
so far as to express concern over Frank's competence.

With this conversation weighing on his mind, Washburn was relieved to
receive an invitation to lunch from Jardine, who had evidently forgotten his anger
of the morning. Lunch was a pleasant affair, and over dessert Jardine opened up
the subject of possible promotions.

"You know that Ralph Bradley, your Convention Sales manager, is retiring
soon," began Jardine, "and I think Frank Hopkins would be just the man to take
over. 1 know you think highly of Frank; in fact, 1 recall that you recommended him
yourself at one time. You know, with a person of Frank's ability and potential as
your number-two person, you'll be even more ready to take over my job when I
retire. I've been grooming you a long time, and 1 know you've been working hard at
equipping yourself for general manager responsibilities."

Washburn was flattered by his boss's continuing confidence in his ability—the
general managership of the St. George had always been a long-term goal. Of more
immediate concern, however, was Hopkins. Washburn said, "I agree with your
assessment, and the mix-up I mentioned this morning about the NAM contract has
done nothing to diminish my high regard for Frank. Normally, I'd go ahead and
make that promotion decision. But I know that corporate Sales in New York likes
to become involved in all personnel decisions in the sales organization throughout
the company—I've heard that business about how they feel with the large number
of properties in the chain, that opportunities for advancement and growth should be
considered from a total company viewpoint. But I still hate to leave Frank's future
in their hands."



"I know, Mark," Jardine said. "I felt the same way when they took Bill Evans
away from Landscaping and moved him to Denver."

Washburn wondered how corporate would view Hopkins after this morning,
and he further wondered how corporate's decisions would affect not only Hopkins's
career but also his own. He thought he knew where he wanted to go, but lately he
was not so sure.

Returning to his office after lunch, Washburn resumed work on one of his
most frustrating problems. For more than 4 months, both he and Jardine had been
pursuing a special project to remodel a portion of the sixteenth floor. The luxury
suites on the seventeenth floor were tightly booked the entire year, and the hotel
had to turn down numerous additional requests for such accommodations. Both he
and Jardine had proposed that half of the sixteenth floor be converted to luxury
suites, which would also enjoy 85 to 90 percent occupaney and lucrative rates.

Magnum's top management had received the proposal and apparently had
taken no action. Inquiries from Jardine and Washburn elicited such responses as
"We're looking at it," "Facilities is reviewing the cost estimates," and the final
blow, "Could you send us data for the past 5 years on the bookings of this type of
suite as well as historical data concerning inquiries and lost business?"

"This kind of paperwork and approval hassle never occurred before," mused
Washburn. "Claude and I did all the analysis we needed to justify this projeet, and
now New York gets in the act and wants the figures their way. Claude is
responsible for budgets, profits, and the like. Why shouldn't he make the final
decision?"

Washburn continued gathering data to send to New York, hoping this time
they would give the go-ahead. At 4 p.m., his secretary came in with the late
afternoon mail, which included two letters from corporate Sales in New York.
Washburn picked up the first one—Klein was forwarding a copy of a letter to the
director of In-Flight Personnel at Trans American Airlines. The letter very
persuasively described the advantages to TAA of a contract for a small but
significant block of rooms at the St. George for a layover of TAA flight crews. The
rates and conditions seemed favorable, and Washburn was pleased.

"At last, New York has done something for us," he thought.

On this high note, he picked up the second letter and began to read. It was a
memo (see Exhibit 3).



Attached to this cover sheet was a complex system of categories of business
such as Conventions (three types), Tours (four types), and so on, with specific
target percentages for each.

Washburn carefully laid the memo on the top right-hand corner of his desk,
picked up his briefcase, and left the office. Driving home across the Lake
Pontehartrain Causeway, Washburn said to himself, "We have a problem."
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Exhibit 2
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Exhibit 3

MEMORANDUM

To: The St. George, New Orleans
Attn: Mark Washburn, Director of Sales
From: Larry Klein, Vice President—Sales

Subject: Sales Goals by Category

The following guidelines will be used by the director of Sales of the St.
George in developing the annual sales plan and sales goals. Deviations from these
category targets by more than + 5 percent should be justified in writing to this
office.
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PLEASE DO NOT PROCEED BEYOND THIS PAGE
UNTIL REQUESTED TO DO SO
BY THE SEMINAR LEADER.
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MAGNUM HOTELS, INC. (A)

Addendum

Since his graduation 7 years before from the Cornell School of Hotel
Administration, Washburn had kept up contact with several faculty members. Dr.
Friedkin, his professor of organizational behavior, had become a particularly
valuable source of guidance, and Washburn decided to ask him about ways to
overcome the confusion and frustration he was experiencing with Magnum's
organization.

After a somewhat lengthy conversation, Friedkin pointed out that there
seemed to be considerable misunderstanding about each manager's role, as well as a
possible disparity between the goals of the St. George personnel and those of the
Magnum Hotel organization.

When Washburn explained the dotted-line relationship between the St. George
and corporate organization, Friedkin chuckled. "Mark," he said, "one of the most
eritical tasks in this kind of dual management is planning. Since lines of command
are less clear than they are in a traditional organization, the need for clarity of
goals and responsibility is far greater.

"Without a strong effort in planning when the dual-authority strueture is
established," continued Friedkin, "and without constant modification, managers can
go in one of several directions. Some managers will take over the grey unassigned
areas and tip the organization toward their point of view. Other times, neither
manager grabs the ball, and the organization misses opportunities, simply because
everyone thinks it's someone else’s bailiwick.”

""How do you keep that from happening?" asked Washburn.
"Well, 1 think you ought to take a good look at defining everyone's role very

carefully," replied Friedkin.

The Role Guide

Friedkin then elaborated on the idea by explaining a simple process:
development of the "Role Guide." "First, you choose an aspect of your work—say,
a specific project or a goal you're working toward," he said, "one that you want to
get more clarity on. On the left-hand side of a page, you list the important
elements of work to be accomplished. Across the top of the page, you list all the
people who will be involved in the project, whatever their relationship might be to
each other. In the body of the chart, different notations are made deseribing the
types of responsibility and authority, if any, that exist at each intersection."

=13=



Washburn sketched out a quick chart to satisfy himself that he understood the
principle. (See Exhibit 1.) Next, he decided to see how the guide might help avoid
the misunderstanding about conventions. He listed some of the tasks involved, then
the managers he worked with most closely. After that, he attempted to assign
primary and supportive responsibilities.

Washburn soon realized that the chart could be completed many ways and
that the task was not at all simple. He was sure that Jardine and Klein would fill
the chart out differently from the way he would. He also knew that his
responsibility and authority codes were incomplete and that this task would be
controversial. On the other hand, he could clearly see that such charts would be an
invaluable tool in eclarifying roles and functions in the Magnum/St. George
organization.

After considerable study of the technique, Mark concluded that he had to do
three things before he could come up with a fully developed chart for any area he
chose to work on:

. list the individual tasks required in this area
. list the people he worked with in accomplishing these tasks

. determine the types of responsibility and authority each person had in
relation to the task

After some effort, Washburn had made a very extensive and specific
breakdown of the tasks involved in the convention sales effort on the left-hand side
of the chart. He had to start over several times and it took him quite a while, but
he felt he had succeeded in describing the tasks well.

His next step was to fill in the names of those people involved with task
accomplishment. He listed them all in descending organizational hierarchy in the
top row of the chart, from left to right. Then, from his own point of view,
Washburn began to examine the responsibility that each person had with regard to
each task. Friedkin had suggested that Washburn decide who had the primary
responsibility for a task—that is, who was actually supposed to carry out the task.
By definition, he knew that there could only be one person with primary
responsibility. In the square under that person's name, opposite the task, he placed
a circle. He next considered the people who were responsible for supporting the
person actually doing the task. These were people who might be called on to help
the person who had primary responsibility, or to do some part of the task for him or
her. In the appropriate square he placed a triangle. In some cases, several
individuals had supporting responsibility.

Now Washburn was ready to look at the question of authority—that is, who
needed to approve decisions and when.

~-14-



Washburn decided he could assign four kinds of authority to each task:

. V= Veto Authority: The person with the power to say no to a decision,
even after it was made
. F=Final Authority: The person who actually makes the decision and

whose decision would be final, unless affected by a veto

. R=Review Authority: The person(s) who would need to review the faects
and provide input before the actual decision was made

. I= Information Authority: The person(s) who would only need to be
informed of the decision after the fact

After 30 minutes of hard work, Washburn had completely assigned the

responsibilities and authorities for the handling of conventions. Exhibit 2 shows the
portion of the Role Guide that he completed.
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Exhibit 1
EXAMPLE OF ROLE GUIDE
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Exhibit 2
PARTIALLY COMPLETED ROLE GUIDE
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MAGNUM HOTELS, INC. (B)

Once he had completed his Role Guide for selling conventions, Mark Washburn
couldn't wait until he had a chance to show it to the others involved, especially
Jardine and Klein. Since Klein was due to visit New Orleans in a couple of weeks,
Washburn decided not to show the Role Guide to Jardine until everyone concerned
could be assembled in one place—he hoped during Klein's visit. He was sure they
would welcome the clarity the Role Guide was helping to establish as much as he
did.

So, 2 weeks later, he and the individuals involved in convention selling
gathered in a suite at the St. George, and Washburn gave them each a copy of the
Role Guide he had completed. He explained briefly how it worked, then gave them
a few minutes to review the guide.

"Say, this is terrifie, Mark," said Ralph Bradley, the Convention Sales
manager, as soon as he had looked over the Role Guide. "Wish I'd had this over the
past 6 months. It would have saved a lot of misunderstandings."

Klein shifted in his chair and leaned back. "Yes, it certainly is interesting,"
he said. "But if I understand what you're saying here, I think it raises some serious
issues."

Washburn was not encouraged by Klein's tone, but he asked eagerly, "What
exactly are you referring to, Larry?"

"Well," Klein continued, "l certainly agree that these kinds of things should be
clearly spelled out, and I applaud your effort. However, if 1 understand these
symbols correetly, you're saying that 1 should simply 'review' the way you price
convention accounts. It's pretty clear in my mind that pricing national accounts is
a corporate concern. We have very specific guidelines for it, and you know what
those are, so you can pretty well know what we'll do. It seems to me that you—or
Ralph—should be the ones with the 'T', as you call it, and the people in my office,
the ones with the 'F'."

"But that's the point," Washburn jumped in. "Since the guidelines are so clear,
we ought to be able to do it ourselves. That way we will have a better idea oi: what
is coming down the pike and what kinds of obligations have been made in our
names."

"You know, I have to agree with that, Larry," Jardine said. "It makes sense to
let us do it. But if I can just change the subject for a minute, I'm even more
conecerned by this circle under Mark's name for promotion of convention business. I
presume that refers to advertising and speeches. Well, on local speeches and
whatnot, I agree, Mark, that you're probably the one to handle them. But one .of
our big advantages in merging with Magnum was the opportuni_ty to use its
corporate resources—and funds—for advertising and national promotion."”
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Washburn was taken a little aback by all the different questions that were
arising at once. He explained to Jardine that he had really been thinking of local
advertising and speeches. He agreed that perhaps he should have included national
promotion under a separate heading.

The conversation continued for another hour, focusing for some time on the
question of who was in charge of pricing, then on the issue of the St. George being
forced to accept low-profit business without any say about who received discounts
or what the effect would be on overall profitability. At that point, Washburn said
that he felt as though he had opened Pandora's box. There was silence in the room
for several minutes.

Finally, Jardine spoke. "You're probably right, Mark. But I think having this
discussion is a good move. These are problems, Larry, that have been on our minds
for some time now, and they probably had to come out. If we can come to some
agreement about these circles and triangles and so on, we may not all like the
results, but at least we'll understand the rules."

Klein smiled. "Well, I'll certainly vote for something that makes operations
run more smoothly between New York and New Orleans, but I feel very strongly
about some things Mark seems to be saying in this guide.”

Several others echoed Klein's concern with the way authority and
responsibility had been assigned by Washburn. The group decided to reconvene that
afternoon to talk about each task Washburn had listed, plus a few others Jardine
suggested.

The afternoon session was a grueling one, with as much as an hour each
being spent on a few key assignments of primary responsibility. In one instance,
Klein insisted on retaining veto authority, despite the protests of almost everyone
else present. By the end of the meeting, the group had reached agreement on all
but a few issues and had agreed to negotiate further on these.

Washburn put Klein in a taxi, then walked back into the hotel with Jardine.
He told Jardine that he was very surprised at the way people had attacked the Role
Guide.

Jardine smiled. "I could see you were getting a little green around the edges
at some points. But, believe me, from my point of view, those responses were the
best part of the meeting. It seems to me that if everyone agreed with the way you
filled the guide out in the first place, you probably wouldn't need to use the form at
all.

"You may be right," Washburn replied. "I do feel that a lot was accomplished.
But T still want to give some thought to ways in which I can improve the process I
used to present the guide. It seems to me that I might be able to present it without
being sniped at like that."

As Washburn went into his own office, he made a note on his calendar to work
on and review the process and see what he eould do differently.
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INDIVIDUAL EXERCISE

The Forum Role Guide

Overview

This exercise is designed to allow you to step back and look at a single project
on which you are working or at one aspect of your job and to break it down into
individual tasks. You are then asked to determine the role that you and each
person with whom you work should play in accomplishing that task, from the
viewpoint of both responsibility for doing the work and authority over decisions
concerning the task.

Instruetions

Following these instruections you will find a blank form, called the Forum Role
Guide. Complete the form using the following six steps.

Step 1: Decide on the projeet or aspect of your job that you would like to
analyze. On a separate sheet of paper, list the specific tasks that must be done to
fulfill that area. For example, under making sales quotas, you might list the
separate tasks as contacting clients, writing follow-up correspondence, and
preparing estimates. Try to be as detailed as possible, but do not inelude routine
clerical tasks. Remember to list only those tasks in which you will play some role,
either by doing the work or making decisions about the task. Now, transfer your
list to the Role Guide. This step may be a long and time-consuming process, but it
will be invaluable to you in uncovering uncertainties or areas of possible confliet
before they become problems.

Step 2: Across the top of the form, list all of the people who may be involved
in tasks you have listed. If possible, list the people in approximate hierarchical
order, starting with the highest-ranking people on the left. This will later help you
to get an overview of the responsibilities and authorities in terms of hierarchy.
Make this list of people as complete as possible. If you are not sure whether a
person will be involved, include him or her. You ean always remove the name if
you decide the person is not involved. And in the meantime, you will not have
forgotten to consider the role he or she plays or should play.

Step 3: Now, think carefully about the role each person should play in
accomplishing a specific task. In assigning both responsibility and authority roles,
assignments should be made:
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from your point of view, not as you think others might record them

- as you think that responsibility or authority should be assigned, not
necessarily as it is assigned at this time

In assigning responsibilities, you will use two steps. First, determine which
person actually has the primary responsibility for earrying out the task—that is,
the person who is actually supposed to take action. In the square across from the
task in question and under the person you have decided has primary responsibility,
place a circle. There can only be one circle assigned to each task.

After you have assigned primary responsibility, think again about the task and
decide which person(s) is responsible for supporting the person actually doing the
task. This person might be called on to help the person with primary responsibility
or to do some part of the task for him or her. In the appropriate square, place a
triangle. There may be several individuals with supporting responsibility.

Step 4: You will now follow a similar process to assign codes to indicate the
authority different people exercise over decisions involving particular tasks. Using
the four letter codes that follow, fill in the appropriate letters for the different
people involved with each task. You do not need to use all of the codes for any one
task. However, you must assign an F for each task.

. V= Veto Authority: assign this symbol to the person with the power to say
no to a deecision, even after it is made. You can only assign this code
to one person for any one task.

. F= Final Authority: assign this symbol to the person who actually makes
the decision and whose decision will be final, unless affected by a veto.
You can only assign this code to one person for any one task.

. R=Review Authority: assign this symbol to the person(s) who need to
review the facts and provide input before the actual decision is made.
You may assign this code to several people for the same task.

= Information Authority: assign this code to the person(s) who only need
to be informed of the decision after the fact. You may assign this
code to several people for the same task.

Step 5: Once you have filled in responsibility and authority codes for each
task, review the results according to the guidelines in Exhibit 1. At this point, you
may decide to make some changes—because some people are overloaded, patterns
are emerging that will block decision making, or other patterns and trends are
becoming apparent as you review the Role Guide. You may also make further
changes as you study the guide at a later time. The Role Guide is meant to be a
flexible, echanging instrument, and the way in which you complete it should be open
to change and evolution.

-926-



Step 6: In class, you will receive a packet of materials that will enable you to
meet back on the job with the members of your work group and have them fill out
similar Role Guides from their point of view. Onece everyone in your work group
has completed his or her Role Guide, you will be in a position to compare the
perspectives of each member of the work group and to uncover differences and
possible confliets before they surface in a particular work situation. Detailed
instructions for that process are included in the packet of materials. In working
with the Role Guide, it is extremely important to carry out this final step. While
your own analysis of how you work with others is invaluable, it will not achieve the
desired objective unless you then use it to test your perceptions against those of
others and unless you come away with a set of role definitions that all members of
your work group have agreed on, whiech can then serve as a day-to-day guide in your
interactions with others.
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Responsibility Area:

Forum Role Guide
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23.

24,

25,

Responsibility Code

O = Primary responsibility
A = Supporting responsibility
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Veto authority
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1.

10.

Exhibit 1

GUIDELINES FOR THE ROLE GUIDE

Each task must have a cirele. No circle would indicate that, although many
individuals are contributing, no one is really seeing that the work is done.
Find out who should have the cirele.

There must be only one circle for a task. If there is more than one circle,
then two or more people think that they are responsible for the task, and
there may be duplication of effort and resentment. Decide who should have
the circle designation and make the rest into triangles.

An F must be assigned for each task. If no F were assigned, then everyone
would be expecting to react to a decision made by someone else—and no one
would actually make the decision.

The F should be in the cirele. If the F is not inside the circle, it means that
someone is responsible for doing the work but does not have the authority to
make decisions concerning that task. It may mean that a manager who has
kept the F is reluctant to delegate.

When someone is given a triangle for a task, that person should find out the
exact nature and extent of the support that he or she is to give.

A triangle should normally contain a letter. That letter is usually an R and
can be an L. It should not be an F, since the F should appear in the cirele.

V's should be used very sparingly. A V means that a person specifically
reserves the right to veto that particular decision. A V is not used to
describe the ordinary right that any manager has to override his or her
subordinates' decisions. You should try to inelude as few V's as possible on
your Role Guide.

If one person has many circles, particularly for time-consuming tasks, see if
you can trade some of them for triangles.

If one person has the circle and there are many triangles, the group may be in
a situation where "too many cooks spoil the soup." You may want to decide
whether some of the triangles shouldn't really just be authority codes of one
kind or another.

If there is more than one V for a task, find out whether all of the V's are
really necessary. Too many V's can be demoralizing and paralyzing to the
person with the F authority. The reason there are so many V's may be
because one of the V's should really be the F or because some of the V's
should be R's or I's.
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11.

12.

If there are too many R's for any one task, progress may be slowed down to a
snail's pace while everyone reviews. Determine whether some of the R's can
be changed to I's.

If there are many I's for most tasks, it may indicate that the organization is

suffering from "memo-itis" and that people in the organization feel a need to
track everything that happens. Try to cut down the number of I's.
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EAGLE AIRCRAFT, INC. (B)

Small-Group Exercise

Introduction
This exercise is designed to provide you with an opportunity to:

. examine the management of conflict as it oceurs in nontraditional
struetures

. practice the practices that are most applicable in conflict situations

give and receive feedback on the behavior of each person in the conflict
situation, and on the way in which different behavior might, in some
cases, have been more effective

look at how the way in which meetings are held influences the outcome
of those meetings

Each person in the class will be assigned the role of one of three peer
managers in the Special Operations division of Eagle Aireraft. In groups of three,
the managers will conduet simulations of a meeting to determine how division
resources are to be used. Each participant should make observations regarding the
process of the meeting, to be discussed after the simulation. Participants should
consider how each person's behavior contributes to or detracts from the process of
finding a solution to the confliet and how the meeting could best have been
conducted to ensure an optimum solution.

Instructions

Step 1: Read the Case (15 minutes)

Step 2: Pose General Questions (5 minutes)

Step 3: Receive Role Assignment




The seminar leader will assign each participant one of the three roles for the
meeting simulation. Once you have received your specific role assignment, you will
be asked to read material deseribing the situation of the manager you represent.
The material to be read for each role assignment will be found on the following

pages:

Carl Becker, manager of Prototype Programs page 15
Jack Murphy, manager of Repair Programs page 21
Brenda Haslam, manager of Precision Products page 27

Step 4: Seminar Leader Briefs Role-Players (20 minutes)

Participants study their role assignments. The seminar leader will brief
participants, who have been divided into three groups by role.

Step 5: Conduct the Meeting Simulation (45 minutes)

After the three groups have been briefed, you will report to the assigned
meeting locations to complete the assignment with your group.

Step 6: Evaluate and Discuss Meeting (15 minutes)

When the meeting has ended, participants should remain in their small
groups to discuss what happened, using the following guidelines:

What happened that helped the group move toward a solution to the
problem?

. What influence practices were used? What effect did they have?

. Was the group's problem-solving process enhanced or hindered by the
behavior of each individual?

Did certain managers emerge as "winners" or "losers," or did the solution
meet the needs of all three managers?

. Did you feel that you took risks? If so, how did you feel personally about
taking the risk?

. How did the individuals feel at the conclusion of the meeting? Why?



Step 7: Decide on Learning Points

Return to the classroom prepared to share with the class three major
learning points that emerged from the exercise for your group. If you eannot
mutually agree on three, one or more persons may add a minority opinion.
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EAGLE AIRCRAFT, INC. (B)

Vern Matson, vice president of the Special Operations division of Eagle
Aireraft, sat in his office and pondered the wisdom of the assignment he had just
made.

"I wonder if they ean work it out successfully," he mused, "or are all three
too hardheaded? Should 1 have thrown the ball entirely to them? Perhaps a
solution from me would have been better.

"But then, if I handled it, I'd be expected to resolve all problems—both
major and minor."

Matson was reviewing the problem that had been the subject of the
morning's meeting. As part of the semiannual planning process of the division,
Matson had requested a resource requirements projection from his managers of the
three business areas within the division—Prototype Programs, Repair Programs,
and Precision Products. (See Exhibit 1 for a partial organization chart of the
division.) These projections were vital in the scheduling of resources and workload
of the three functional departments—Tooling, Fabrication, and Assembly.

The requirements that had emerged from these projections, when added
together, significantly exceeded the capabilities of the three functional
departments during most of the 6-month planning period; in the remainder of the 6-
month period, capabilities were underutilized. The three managers had presented
strong business plans and back-up documentation for their requirements, based on
demands from both internal and external clients. Since it was already the first of
June, much of this demand would not be met and potential new business would be
lost, unless some equitable solution could be developed.

Eagle was in a tight financial position, and Matson knew that he could not
expand his personnel or equipment allocations without Board approval. He
definitely wanted to do all that he could internally before approaching higher
management. This was why Matson had called a meeting of the three managers and
had laid the problem squarely on their shoulders. Matson requested that they
conduct a meeting to develop specific recommendations to solve the problem. He
hoped they could handle it.



Special Operations

Matson, an ex-Air Force captain who had run maintenance and repair
operations during the war, had been with the ecompany since 1950 as manager of
Special Operations, or Model Shops, as it was first called. A few years later, he
hired Carl Becker as a riveter; Becker quickly rose to shop superintendent,
supervising the Tooling, Fabrieation, and Assembly departments. Last year, both
divisions of Eagle Aireraft were reorganized into business groups that drew from
the resources of the functional groups in the division.

The Special Operations division then had three produet or business groups.
As new airceraft development was a highly eyelical business, widely fluetuating
demands were placed on the resources of the division. During times of low
production, the workers and the equipment were underutilized. To fill this gap,
Matson had gradually developed two additional areas of activity that employed the
unused capacity of the shops and that had brought in over $6 million the previous
year: the aircraft repair business and the precision sheet metal produets business.
Eagle's top management saw both new businesses as essential to Eagle's more
efficient use of resources and, therefore, to its overall profitability.

The Resources

All three business groups drew on the resources of the three functional
groups—Tooling, Fabrication, and Assembly.

The Tooling department was responsible for manufacturing and supplying all
of the special tools and equipment necessary to make the product. The produects
usually involved specially designed tools.

The Fabrication department, using the special tools and equipment provided
by Tooling, was charged with actually converting raw material into parts of the
final produet, or into the entire produet, if assembly was not required.

The Assembly department was in charge of assembling subassemblies and

final assemblies, using the parts produced by the Fabrication department, to make
up completed produets.

Aircraft Repair

Jack Murphy, Assembly supervisor in the early sixties, developed the original
idea for the repair business. He suggested to Matson that Eagle buy damaged or
wrecked aircraft from insurance companies and rebuild them. If damaged aireraft
were stockpiled in an unused hangar, repair work could be scheduled when
manpower and equipment time were available. Matson accepted Murphy's proposal
and assigned him the task of building this segment of the business.



Murphy was extremely successful in finding major repair business, and he
integrated the resource needs of the repair section with those of prototype
development. Aireraft repair drew the bulk of its required manpower from the
Assembly section, plus some from Fabrication for replacement parts. The repair
sector required little support from Tooling. Murphy discovered that, if necessary,
he could draw parts from the Standard Aireraft division, depending on the
availability of stoek.

During the conflicet in Southeast Asia, Eagle sold to the Air Foree more than
200 of its Model 120, a single-engine aircraft, to be used for observation missions.
As these aireraft sustained battle damage or required major overhaul, they were
disassembled and returned to Eagle for repair. Murphy effectively responded to
this increased demand and sucecessfully seheduled his resource needs to coordinate
with the new aircraft prototype and modification programs.

Murphy's present position in Special Operations was manager, Repeair
Programs. He supervised a staff of 11 administrators and program coordinators.

Precision Sheet Metal Produets

Murphy's repair business utilized much of the Assembly manpower idled
between new airceraft programs, but it required only a small portion of available
Fabrication time and very little time from Tooling. These highly skilled toolmakers
and equipment operators represented valuable resources that were underutilized.

Nearly 2 years ago, Matson decided that this resource utilization problem
would be an excellent project for Brenda Haslam, a bright and aggressive
management trainee who had been assigned to Special Operations for the last phase
of a 6-month training rotation. Haslam had joined Eagle the previous year, after
receiving her MBA in marketing from the University of Chicago. She had
demonstrated great potential in previous assignments, and Matson felt she could
handle the problem.

Matson had been correct in his judgment; Haslam handled the projeet
extremely well. She quickly established Special Operations in the precision sheet
metal fabrication business. Haslam aggressively solicited business from both local
and regional computer and electronics manufacturers and contracted for the
fabrication of their eabinets, racks, and chassis. Precision custom work and quiek
delivery were Eagle's selling points, and Haslam soon had a loyal clientele that
turned to her for their precision sheet metal requirements.

Because Haslam was on the last of her rotational assignments, Matson was
able to retain her permanently as manager of Precision Products. At present, she
supervised a staff of four salespeople and eight administrative and clerical workers.
Haslam drew predominantly on the resources of Tooling and Fabrieation; her
requirements integrated well with aireraft repair, so that there was full usage of
the functional departments during times of low prototype activity.



Prototype Programs

Although both the Standard and the Special Operations divisions
manufactured aireraft, the process was totally dissimilar, since Special Operations
manufactured only the prototype for each model and Standard Aircraft produced
hundreds of each model annually. When a new model or variation was designed, the
prototype was hand-built by the Special Operations division, using skilled sheet
metal workers with general-purpose tools and equipment. After certification, the
product was released to the Standard Aircraft division, which was responsible for
volume production of the model.

Carl Becker had personally supervised the construction of every new Eagle
model sinee the first twin was developed. As the product line filled out and
prototype programs became less frequent, Becker watched the mission of Eagle
Aircraft change. For most of its organizational life, the company had been devoted
solely to the design and production of airplanes. Now Murphy and Haslam were
managing a business almost as large in annual volume as Becker's prototype and
modification programs.

When Special Operations was reorganized into its present configuration (see
Exhibit 1), Becker had resented losing direct control of the work forece. Matson had
spent considerable time explaining to Becker the concept of area or program
managers and functional managers. He discussed the diversified mission of Special
Operations. But Becker still preferred the old methods of direet control. At
present, he supervised 14 manufacturing, engineering, and production control
people. He now had to request resources from the Tooling, Fabrication, and
Assembly departments. Becker would have found this new status hard to swallow,
but because of his long-standing relationships with the functional managers, he
knew they would take care of him.

Review of the Morning Meeting

Although the individual personalities and the company's history would
complicate the solution, the issues were clear.

. Each manager had presented a sound business plan for the next 6 months,
July to December. Together, the plans required far more resources in
many of the monthly periods than were available.

. The activity projected by each manager during the next 6 months was not
only profitable on its own, but was the basis for considerable new long-
term business. Scheduling and completion dates were critical to all three
managers.



Additional investment in capital equipment or new manpower had been
prohibited by higher management because of severe cash flow problems
and an uncertain outlook for aircraft sales. Matson merely hoped for the
approval of minimal justifiable overtime.

Matson had told the three managers, "I realize that each of you has valid
reasons for your resource requests, and that each feels that his or her area is
critiecal to the profitability of Eagle Aireraft.

"As your manager,"” he continued, "I could work out a compromise solution to
your scheduling and requirements conflict, or I could ask you to work together to
resolve the problem. | have chosen the latter course.

"Aecordingly," he coneluded, "I would like you to review your individual
statements and then meet together without me to develop a composite schedule for
each of the funetional seetions. To help you, I have translated your individual
requirements into monthly percentages of available resources for each department.
1 hope this common focus will help you arrive at a solution."
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Exhibit 1

SPECIAL OPERATIONS DIVISION
PARTIAL ORGANIZATION CHART

Viee President
Vern Matson

Prototype

Programs Tooling Fabrication Assembly
t
Carl Beeker Department Departmen Department
Repair
Programs

Jack Murphy

Precision
Products
Brenda Haslam
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EAGLE AIRCRAFT, INC. (1)

Carl Becker, Manager, Prototype Programs

You left the meeting with Matson feeling very disturbed. After 27 years
with Eagle, you have to fight to get resources for the new aircraft area—the heart
of the business.

Prototype's Requirements

You have based your requirements largely on a top-priority project coming
from Marketing and Engineering. Since general aircraft sales have been down,
Marketing has been studying special applications markets. After 6 months of
analysis, the department has identified a significant group of applications with a
similar requirement—a large cutout and trap door in the belly of the aircraft. If
Eagle could modify one of its turboprop twins to such a configuration, the company
would meet significant demand from aerial photography and survey corporations, as
well as from a variety of companies needing air-drop capability. As you understand
it, the Alaska pipeline operation would buy a number of the modified aircraft for
infrared pipeline patrol and emergency resupply of isolated stations. However,
those aircralt would have to enter production by early January in order to meet the
customer's deadline. The pipeline alone represents a $4 million sale, plus another
$1 million in spare parts. In addition, as the result of these modifications, the
company could open up an entirely new market in survey, aerial photography, and
resupply operations.

Engineering has received the go-ahead from the executive committee, and
the new design is well underway. Engineering has promised some of the drawings
by the first of July, with all drawings to be completed by September.

You know that considerable tooling would be required in the early stages of
the program. New sheet metal frames, stiffeners, and related parts would require
tools, such as form bloeks, prior to fabrication. Assembly would require new jigs
and fixtures from Tooling to create the new belly section.

As soon as tooling is available, Fabrication could make the required parts.
Items such as machined fittings do not require tooling, and you have scheduled
them directly through Fabrication in the first 3 months.

Assembly has always been a last-minute hassle, and rework of parts and
tooling is inevitable. Delivery of a standard aircraft has been promised by the end
of October, and you have scheduled Assembly to tear down the center belly section
in early November. Assembly of the modified belly could then be completed in
December.

-15-



You submitted your requirements in detail to Matson after considerable
effort. Matson's rework of the submission (see Exhibit 1) made it obvious that your
requirements took up a major portion of each functional area's resources. You see
no problem with that, since aircraft manufacture is, after all, the main activity of
the company. The other projects are fillers and, as such, have to be flexible in
their seheduling.

After reviewing your requirements, you know that you cannot change the
total amounts of time that you have requested. Grudgingly, you admit that you
might slide some of your tooling requirements into later months. Engineering has
always been slow in releasing drawings. But, you feel you have put a lot of analysis
into your estimates of when you'll need to use Fabrication time, and you think those
schedules are firm. You know that you might be pressured some to try to get a
standard aircraft earlier, so that you could schedule the tearing apart of the
standard model for an earlier date. However, that taectie would risk your losing
your scheduled Fabrication time if the promised plane didn't arrive from the
Manufaecturing department of the Standard Aircraft division. With all the
rescheduling done in Manufacturing, you aren't going to depend on any early
delivery promises.

You did hear of one possibility when you talked the other day to George
Lister, the Manufacturing manager in the Standard Aireraft division. You and
Lister have been with the company a long time, and Lister mentioned that he
thought some of the tooling that would be needed for the belly modification might
exist in his shop if you wanted to take a look. The offer was tempting, but after
some thought, you decided to forget the conversation. It was bad enough that you
had to fight for resources from your own division. You certainly didn't feel like
having to rummage through leftovers from someone else's shop. Besides, if you
gave up any Tooling time now, and then couldn't use Lister's tooling, you'd never
get the time back when you needed it.

You just don't want to risk the success of this project by playing games with
your schedule. You know that the two eofounders, Eagle and Yost, are counting on
you to deliver, just as they had when they built the first twin. In those days, you
eould call the shots in the shop. You wonder how you have allowed this situation to
develop, where you have to compete with others for shop resources, especially
when one of the managers isn't even in the aireraft business.

You aren't at all looking forward to the upcoming meeting with Haslam and
Murphy.

Important Note: Role-playing is not acting. In these instructions, we have
attributed to the people in this case certain opinions and feelings that they might
have in this particular situation. However, if these do not agree with the feelings
and opinions you think you would have, you should respond as you would normally
act, given the eircumstances deseribed.
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PLEASE DO NOT PROCEED BEYOND THIS PAGE
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EAGLE AIRCRAFT, INC. (2)

Jack Murphy, Manager of Repair Programs

When you left the meeting with Matson, you were feeling nervous. You have
spent the past 12 years building a reputation with the Air Force for quality repair
work at reasonable cost with on-time delivery. Now the biggest plum of your

career is in jeopardy because resources are tight, and other managers have demands
that confliet with yours.

Repair Requirements

You have based your requirements largely on an Air Force repair contract
that you recently negotiated. The customer had requested the overhaul and
refurbishing of 100 Model 120 aireraft that had been stockpiled for use by Civil Air
Patrol and ROTC units. New aireraft procurement funds are not available through
Congress, and these aircraft are scheduled to be an integral part of an upcoming
training and recruiting drive planned for January.

The contract was for $3.5 million with spares. You know that if you do a
good job on this contract, there would certainly be follow-up work, and the Air
Force would become more closely tied to Eagle's line of aireraft. Good
performanee could not help influencing the customer in Eagle's favor when new
procurement funds become available through Congress.

You based your requirements on the completion of 17 aireraft a month from
July through November and 15 aircraft in December. Since the configuration of
the aircraft is standard, no new tooling is required. Tooling that would be required
to fabricate replacement parts is kept in storage and could be set up quickly.

Matson took your figures and translated them into percentages of total
available resources (see Exhibit 1). This presentation gave you a different
perspective, since it showed the percentage of total resources requested by your
one department.

You have scheduled Fabrication and Assembly time on a constant basis to
even the workload. You have also found from experience that if you let your
project requirements in a department drop completely, there is a danger that the
people would get involved with another project and not pick yours up on time. You
are pretty sure Brenda Haslam isn't aware of that fact—it pays to have experience.
Nevertheless, you can see that your requirements, when integrated with the
requirements of the other two managers, may be creating an overload in certain
months.
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You have given some thought to what you could do to even the load, without
jeopardizing your resources when you need them. Since the aircraft are readily
available from the Air Force, you might be able to schedule the disassembly and
inspection work by Assembly for an earlier time. This would also give you a quick
inventory of the replacement parts you'll need to get from Fabrication, and you
could begin production on them right away. But working on many more aireraft in
the early months would require more hangar space, and Eagle's space is all tightly
scheduled. You have thought of getting the Air Force to rent you some hangar
space at an underutilized air base about 11 miles from the city. However, the Air
Force had early on expressed concern that repair was "only a sideline" for Eagle,
and you're afraid that going begging for hangar space would only make Eagle's
repair capacity, and you, look like a poor cousin. That is no way to start off an
important contract, so you haven't mentioned the idea to anyone.

After reviewing your requirements, you realize some flexibility is possible in
the scheduling, but that you have to obtain the total amount of resources you have
requested.

You wonder whether the others will be flexible. Becker used to be your boss
and might resent your rise to equal status. On the other hand, you really believe
Repair has as much potential as Prototype in the long run.

Haslam, on the other hand, is a newcomer and isn't even in the aircraft
business. Maybe she'll give in easily and modify her requirements. You are
uncertain about how to approach the upcoming meeting with Becker and Haslam.

Important Note: Role-playing is not acting. In these instructions, we have
attributed to the people in this case certain opinions and feelings that they might
have in this particular situation. However, if these do not agree with the feelings
and opinions you think you would have, you should respond as you would normally
act, given the circumstances described.
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EAGLE AIRCRAFT, INC. (3)

Brenda Haslam, Manager of Precision Produets

"I guess the three of us have a problem," you thought to yourself as you left
the meeting with Matson. You began reviewing your own resource reqguirements,
wondering how to approach the meeting with the other two managers so that you
could come away with all the resources you need.

Precision Products Requirements

During the past 2 years, you have been gradually expanding your client base
and now do business with more than 65 companies. The majority of these
customers are electronies and computer specialty houses that do not have, or want,
the capability to produce their own cabinets, racks, and assorted hardware. Your
annual volume has risen to $2 million, and your business had a higher gross margin
of sales profits than the aireraft side of the business.

Your reputation for quality and on-time delivery has evidently spread
throughout the region. About 2 months ago, Computronies, a large multimillion
dollar electronies firm, invited you to bid on a $4.2 million order for cabinets and
racks for a new line of minicomputers. Subecontracting this amount of work has
become the practice of Computronics and other companies, as they concentrate
their own resources and ecapital in the manufacture of eleetronie components and
semiconduetors.

Eagle won the bid, based primarily on its reputation for on-time delivery.
Computronics has heavy commitments to demonstrate the new line at trade shows
and distributors in January, and a stoppage in production at Eagle would not be
tolerated. Success with this order would certainly lead to follow-up business, with
both Computronies and similar customers.

Produetion scheduling of this order appears to be a relatively simple task.
You have Computronie's drawings in hand, and you have scheduled some extensive
tooling activity immediately. Following completion of tooling, you have scheduled
fabrication of parts and, finally, the assembly of the finished produets.

Matson has recast your original submission to show the percentage you are

requesting of each department's total available resources (see Exhibit 1), and this
new presentation highlighted an interesting fact.
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You had scheduled a serial effort, finishing work in one department before
going on to the next. Normally, you could make a concession by scheduling some of
the work simultaneously—for example, starting fabrication or some subassembly
prior to completion of segments of the work. It seemed logical to keep tooling
requirements high in the early months, since you have the drawing specifications
and tools needed to begin production anyway. But you are reluctant to do so
because you understand from competitors that Computronies has been known to
change its spees in midstream. That would cause enough trouble if some of the
tooling were done, but if fabrication were started, the problem would be much
worse. You have, of course, presented the specifications to others as being firm.
Otherwise, they would question all your scheduling. If the specifications did
change, you could ask for an extension, but the trade show dates rarely change.
You don't want to query the client contact too many times about how firm these
dates are.

One thing is certain—you do need the total amount of resources you have
requested.

The meeting with Matson and the conflict over resources have caused you
considerable concern. As an "outsider" to the aircraft fraternity, you are sensitive
to the feelings of the old line managers. But you feel very strongly that
diversification is key to Eagle's growth. You are aware of many companies that
have set a precedent for similar diversification; Grumman Aircraft Corporation
has, for example, been very successful in the aluminum canoe business. If the
"outsider's" project were pushed aside now, it would set a dangerous pattern for
future planning.

You realize that you cannot jeopardize your hard-won status in Special
Operations or the contract with Computronies. You anticipate that Becker will
consider your needs secondary and that Murphy will be likely to defend his own
successful operation. You feel you have to represent your cause with equal vigor,
as anything less would damage your position and the new business your area would
bring in.

Important Note: Role-playing is not aecting. In these instruections, we have
attributed to the people in this case certain opinions and feelings that they might
have in this particular situation. However, if these do not agree with the feelings
and opinions you think you would have, you should respond as you would normally
act, given the circumstances described.

-28-



Exhibit 1

RESOURCE REQUIREMENTS OF PRECISION PRODUCTS
age of Total Available Resources)

(Expressed As a Percent

Dec.

Jul. Aug. Sep. Oect. Nov.

i E 0
//////////////M
m. \\\E&
,,/////// i
/////////// nnnnnnnnnnn J S

-29-



BK/0/164



A026



oUPPORT




© 1978 by The Forum Corporation of North America



EAGLE AIRCRAFT, INC. (C)

Role-Play Instruetions

Introduetion

During this exercise, you and the other members of your team will be
engaged in a series of role-plays designed to simulate the type of daily interaction
you have with your coworkers, be they peers, subordinates, or your own manager(s).
You and your team members will take the roles of a manager in an influence
management setting and of coworkers who need to talk to him. Instructions for
each role are provided on the following pages.

Directions

This exercise has been designed to accommodate 4-, 5-, or 6-person teams.
Each team member will have the opportunity to play the role of the Marketing
manager of Eagle Aireraft's Standard Aireraft division and one of his coworkers.
Except in the 4-person team, each person will also play the role of observer. (The
role of observer has been eliminated in the 4-person team because of the small size

of the team.) The seminar instructor will establish the size and membership of your
team.

The following directions apply regardless of the size of your team.

To prepare for the role-play:

Read the "Eagle Aireraft, Ine. (C)" case, beginning on page 5.

. Turn to the appropriate assignment page for your team size.

4-person team page 9
5-person team page 10
6-person team page 11



To

List the participants' names alphabetically in the blanks on the left-hand
side of the assignment page. Opposite your name you will find your role
assignment for each round of role-plays. Note that you will always play
the same coworker role when you are not playing Stein (the manager) or
the observer. Example: Consider a 5-person team consisting of
hypothetical role-players Andrews, Baker, Connelly, Davis, and Erickson.
In the first round, Andrews will play Stein, Baker will play Kresge,
Connelly will play Silkes, Davis will play Hahn, and Erickson will play the
observer.

Note the time allowed for each step of the role-play.

Study your role briefly.

When the person playing Stein has left the group, decide with your team
members the order and the time at which you will each enter Stein's
office; i.e., who will enter when. In doing so, be careful not to reveal to

your coworkers any information about your role.

Synehronize your watches.

conduct the role-play:

Make sure you are wearing your name tag, provided by the instruetor,
before you enter Stein's office.

Meet with Stein.

After you have met with him, complete a Reaction Form (located at the
back of this book). Give it to the observer when the round is completed.

At the end of each round, prepare for your next role assignment. Then,
begin the next round.

To evaluate the role-play:

After all rounds have been completed, reassemble as a team for a
feedback discussion. At this time, you will receive the Reaction Forms
that were filled out on you when you were Stein.

Discuss your reactions to the behavior of your team members during the
meetings, using examples where possible. For example, instead of
saying, "I felt good (or badly)," expand the statement by explaining, "I
felt this way when you said (did) such-and-such."

Try to develop at least three insights from the role-play on the concept
of "support" and the use of the Support practices.



Note: Role-playing is not acting. Although you should adopt the situational
constraints of the role you are playing, you should try to be yourself. Since you will
be receiving your team members' reactions to your actions during the role-play,
"acting" or "pretending" would not give you a realistic assessment of your use of
the Support practices.

Please be sure not to reveal the contents of your role instructions to the
other team members. While you are playing the manager or observer, you will
acquire information on other roles which may affect your behavior as you play the
coworker role assigned to you. While playing a coworker, please try to ignore what
you have discovered while playing Stein or the observer.

You may assume that Stein only has the information eoncerning your role
that he would normally have as your coworker.



EAGLE AIRCRAFT, INC. (C)

Introduction

Eagle Aireraft's Standard Aircraft division is organized both by funetional
departments and produect lines; representatives from each functional department
serve as members of a product manager's "business team." (See Exhibit 1 for a
partial organization chart of the division.) In addition, the division is adding
"regional consultants" to each sales region to serve as liaison between their regions
and the corporate office. Their job is to integrate sales and delivery.

The position of regional consultant is new at Eagle; it was created during the
reorganization of the Standard Airecraft division. Upper management considers the
new position to be an important, exciting innovation. In fact, Eagle's president
took an active interest in designing a program to train and integrate the
consultants into the division—the program is one of his pet projects. Final
evaluation of the program will not take place until several consultants have
finished training and entered their sales regions, but informal appraisals show that
the program is going well.

According to the program's design, the consultant's responsibilities are
divided into three major areas: sales support (including joint ealls, research,
participation in presentations, development of proposals); marketing (including new
products training, prieing counsel, applications); and delivery (including needs
analysis, client research, delivery management). The consultant has a dual
reporting relationship to the Marketing manager and to the Sales manager for his or
her region (see Exhibit 2 for the reporting relationships of the regional consultant).

Before a consultant is assigned to a sales region, he or she goes through an
intensive training program. During this time, the trainee spends 3 months as a
sales assistant within the sales region, 3 months with each of the produect (or
business) managers, and 3 months with the Marketing manager. This time table is
strietly followed.

Although the trainee reports to the manager of the section in which he or
she is working, both the Marketing manager and the regional Sales manager closely
monitor the trainee's performance. One or both are present at the trainee's
progress review at the end of each rotation, when the trainee's progress toward his
or her training objectives is evaluated. There is no guarantee that the trainee will
actually be accepted as a regional consultant at the end of the 15-month training
period.

In practice, the company has found that because of physical proximity, the
Marketing manager is more active during the consultant's training period than the
regional Sales manager, although they share the training responsibility. This
practice has not been considered detrimental, because the trainee's main objective
during training is to learn the delivery side of Eagle's business.



Setting

It is now 9:00 a.m. Mark Stein, the Marketing manager, has been in a
closed-door meeting since 8:30, and he will have to attend another meeting at 9:15.
A number of people have come to his office to talk with him, ineluding:

Robert Whittaker: Standard Aireraft division vice president, with Eagle for
7 years.

William Hahn: Turbo Twins business manager, with Eagle for 9% years.

Sam Silkes: business manager for Twin-Engine Prop Aircraft, with Eagle for
15 years.

Janet Rand: regional consultant trainee, nearing the end of her rotation in
Turbo Twins under Hahn. She will then move to marketing for 3 months, and
from there into her sales region.

Tom Kresge: Marketing representative reporting to Stein; a member of
Silkes's business team since he joined Eagle a year ago.

Andrew Evans: manager of Engineering, with Eagle for 5 years.

Stein himself has been with Eagle for 8 years and is known for his marketing
expertise and his concern for people. Stein usually tries to allow an hour each day
to talk with his coworkers about their concerns; today, however, he has only 15
minutes until an all-day meeting. Tonight he is leaving for 2 weeks' vacation.

Stein's door is about to open.
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Exhibit 1

PARTIAL ORGANIZATION CHART AFTER REORGANIZATION—EAGLE AIRCRAFT, INC, *

PRESIDENT
d. Eagle

STANDARD AIRCRAFT DIVISION

VICE PRESIDENT
R. Whittaker

Manager of
Manufacturing

Business Man-
ager, Single-
Engine Aireraft
F. Martinez

Manager of
Engineering

Manufacturing

Business Man-
ager, Twin-
Engine Prop

Aireraft
S. Silkes

Rep for Single-
Engine Aircraft

——— ——

Engineering
Rep for Single-
Engine Aircraft

Manufacturing F-——-

Business Man-
ager Turbo
Twins
W. Hahn

Twin-Engine
Prop Aircraft

Engineering

Twin-Engine
Prop Aircraft

Turbo Twins

Manufacturing |--4--| Engineering Rep
for Turbo Twins

S. Ronson

Manager of
Marketing
M. Stein

Marketing
Rep for Single-
Engine Aircraft

Marketing Rep
for Twin-Engine
Prop Airecraft
T. Kresge

Marketing Rep
for Turbo Twins

J. MeGill




Exhibit 2

REGIONAL CONSULTANT REPORTING RELATIONSHIP

President
| I |
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* Manager Sales
Manager Manager Manager M. Stein Msnarars
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|
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*Rand's current assignment



Team Members
(List names

4-PERSON TEAM ASSIGNMENTS

alphabetically) Round 1 Round 2 Round 3 Round 4
WEW STEIN Whittaker Whittaker Whittaker
bl Evans Evans Evans STEIN
AT Rand Rand STEIN Rand
g ' VA Hahn STEIN Hahn Hahn

Timing Per Round Role-Play Instructions

Preparing your role and deciding the order in which Stein page 15

you will enter Stein's office: 5 minutes

Rand page 19
Individual meetings: up to 15 minutes total
Hahn page 35
Completing Reaction Forms and rotating to next
role: 5 minutes Whittaker page 39
Evans page 47
NOTE: The order in which the role-play names are listed on this chart is arbitrary. You need not enter Stein's office to talk with him

in that order. Team members will decide the order in which they will meet with Stein, without Stein's knowledge or consent.
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5-PERSON TEAM ASSI