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Computers analyze management problems

By Gorald Frawley
staft writer

Informatlon changes behavlor,

That Is the guiding premise on
which a new computer dlagnostic
tool — developed by Plymouth
‘Tawnship-based Human Synergisties
— is based.

Avallable in January, the comput-
cr program is designed to help man-
agers overcome the stumbling
blocks that act as Impediments to
productivity,

“Every organizatlon In this coun-
try Is trying lo change, and they're
startlng to recognlze they're getting
in thelr own way,” sald J. Clayton
Lafferty, ‘chlef exccutive officer of
Human Syncrglstics.

Most managers think external forces
— the economy, market demand,
competition — prevent greater suc-

*{But) most of the problems peo-
ple have Is the nature of the stuff in
thelr heads,” Lafferty said. The most
important skill a manager or person
can have Is his or her behavior, and
behaviors flow from thinking pat-
terns.

People may not even be-aware
they have a preblem, Latfferty said.
What is needed is a way to identify
poor thinking patterns.

That {s what the Management
Growth Report, based on the Life
Styles Inventory (LSI) Stylus does,

Once an individual is consclous of
1he problem, he can.change the poor

sald. For example, power.secking
may be a problem for a manager.

A case study of a manager with
power-secking problems shawed an
extremely hlgh grievance rate
among subordinates. “The company
invested $15,000 trying to gel his
grievance rate down,” Neale sald,

SEMINARS, CHARM schools, dis-
cusslons — nothlng worked, Neale
sajd. The number of grievances con-
tinued to ellmb and employces were
demanding the manager be termi-
nated,

“What we found was that he (the
manager} had an unhealthy natlon of
power,” Neale sald. Rather than
viewing power as something that Is
delegated, he viewed power as some-
1hing to hold over people.

“How we manage s the single big-
gest block to pr " he sal

thinking behind the problem, Human
. president Bill Neale

When the problem was explained,

8y David F. Stein
speclal writer

Wounded American ndustry, anxious to win back
customers and confrent competltors globally, has
aimed at the elusive target called quallty and claimed
some successes in recent years. But many workers feel
teft out of the quest.

A credibillty gap exists between company talk and

company action, according ta a Gallup survey this year
of more than 1,000 American employces, that was
funded by the American Soclety for Quallty Control
(ASQQ).
While half of the workers surveyed said that their
company proclaims qualily as extremely important,
only slightiy more than a third betleved thelr company
followed through well. Almost as many workers are
dissatisfied (25 percent) with quallty improvement ef-
forts at their companles as are satlsfied (29 percent).

Perhaps most telling, two out of three employces
sald they have been asked to be Involved in decistons,
but only 14 percent believe they are completely em-
powered to make those decisions.

And ASQC president, John J. Knappenberger, with
more than 20 years in the quality ficld, doesn't dispute
the findings.

“I'm not surprised the quallty message hasa't
reached everyone,” sald Knappenberger, also vice
presldent for quality for the automotlve division of
‘TRW, Southfield,

The overall survey results, Knappenberger sald, re-
veal two key problems: the need by both manufactur-

Some workers question |
commitments to quality

Knappenberger does claim some recent American
success storles, citing companies llke Xerox, Milliken
and Co., and the Cadillac Diviston of General Mators as
having quality and customer satlsfaction as business
tundamentals, All have won the Malcoim Baldridge
National Quallty Awards, established by Congress in
1987 and administered in part by ASQC,

But only 37 percent of the workers surveyed this
year think that the Unlted States is gaining on forelgn
competitors. In contrast, 51 percent of excculives
polled in 1989 by Gallup for ASQC sald the United
States was gaining on forelgn competition.

KNAPPENBERGER believes the new concepls of
quality demand new leadership styles and skills from
management.

“Employces want to be Involved. We talk a good
game but we really don't empower employees,” he
“said.

His message to managers: Glve up some power, Lot
indlvlduals use thelr creative julces, Be a coach or fa-
cililator rather than an inspector or checker.

“We need to get all people involved and empowered.
We can no longer mandate people to improve quality;
we have to exclte them. Those In leadership roles have
1o be willing 1o glve up some control and have faith in
the results.”

While Knappenberger sald that this should lead to
better quatity and more fulfilled employces, he conced-
ed that “this Is a whole different flavor for manage-
ment than in the past, It is like the first licutenant
asklng, “}ow can I take that hill?”

Ing and service Industries to embrace a new
of quallty and adopt management styles that don't
waste human resources.

“Traditionalty, quallty has been defined by speclfica.
tlons and by the manufacturer. Actually, the manufac-
turer doesn't define quality; the customer does,” Knap-
penberger sald. He added that “quality was traditional-
ly seen as a product, but quallty is everything we do.”

NOT ONLY DOES the customer define quality In
today’s world, but lts definltion keeps evolving: Com-
panles must antlclpate and keep ahead of customer ex-
pectations to suceeed.

“This concept of quality extends beyond manufactur-
ing and has been transformed into all areas of busl-
ness,” Knappenberger sald, “We all belleve that we
deal with customers well, but how many employees
have actval contact with people? In manufacturing, It's
a very small number, Even In scrvice industries, It's
still 2 small percentage of the whole.”

Knappenberger gave the example of trylng to check
In at a hote), enly to find that the computer Is down, We
vent our frustrations at the hotel clerk, Knappenberger
said, but “the actual decision to shut down the comput.
er was made by an employee elsewhere, distant from
actual customer contact.”

Such as the must
have an understanding of real customer needs, Knap-
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penberger sald. “Too many people inside or
doa’t underatand the linkage to external customers,”

dJohn J. X berg
new i of quality needed

the manager was able to correct it
himself, Neale said.

“The problem was that cveryone
was trying to reduce the number of
grievances, bul no onc was getting at
the root of the problem -- why there
Wwere s0 many grievances.”

For example, an individual con-
scious. of his or her ewn avaldance
behavior can then focus on exactly
when he or she is aveiding things (in
stressful sitvations, all the time),
where (at work, at home, durlng
meetings), and what is being avoided
uatiens).
¢ an Individual can tmprave
his thinking and behavior, he has to
accept the premise that people can
change, Latferty said “That Is the
biggest myth ~ that people can’t
change.”

TIIE MANAGEMENT Growth Re-
port {MGR) might then suggest steps
to get beyond the aveidance - prab-
lem. including sctting goals, trylng
different things, or accomplishing
stmall tasks as a precursor to more
significant steps.

By forcing changes, even in small
steps, people can modify their be-
havior, but aut if they don't know be-
ha\l']ior needs modifying, Lafferty
sald.

The MGR measures personal be-
liefs, values, behavior, assumplions
and conscquences concerning our-
selves] Alt that is required, he said, I8
that a person take about a half hour
to honcsty answer about 250 ques-
tions The computer program then
prinls out & 5C-page manuil on the
test taker, which gives a person in-
sight inta himself, Lutferty sald.

“IUs literally a custom book about
1he‘person,” he said.

Lafferty said Human Synergistics
encourages followups after six
months to gauge changes in behavior
and te reinforce the results of the
first test. It is alsa a good Idca, he
said, to ask four or five people who
you knew well to 1] out a form with
vou in mind.

If they really know you, he said,

the report generated by them should
be similar to the one you filled out.

Lafferty also sald retaking the
management growth report is bene-
ficial because sometimes people will
falt back into old hablts — reinforce-
ment ensures that thls will not hap-
pen, he sald.

MOST PEGPLE will be interested
in taking the life styles inventory
and reading the management growth
report because It Is about them-
selves, Lafferty said, And if they
were honest taking the inventory,
they will generally accepl the re-
sults.

But some will deny the report is
accurate and resist the results, he
said, There’s very llttle a report can
do to change thls, Lafferty said, but
in the report’s favor Is the fact that
the person took the report wlitingly
and will hopefully accept It with an
open mind.

Because the report Is confidential
and no one but the test taker sees It,
Lafferty added, people may be more
willlagly to take a close look at It
and themselves.

Earlier computer diagnostic tools

on the market — at best — identify
only four basic management styles,
Laiferty said. “That's absurd."

The MGR incorporates more than
20 years of research, Lafferty said,
and while the number of different
reports |s finite, there are potential-

of

these styles 10 varylng degrees, Laf-
ferty sald, but one or (wo are pre-
domlnant,

The problem, he sald, s when de- -
structlve thinking and behavior
outweigh a person’s positive aspects,

Human Synergistics began testing
the computer program on alr traffle
controllers, bank managers and
schoo! offictals throughout the coun-
try in March. -

Deborah Mondro, director, sales
and marketing for Human Synergis-
tics, satd emplayers frequently send
employees to semlnars to learn bow
to be better managers, but many of
these seminars are too broad and
don't address the specific needs of
the tndlvidual,

The management growth report
gencrated by the Life Styles pro-
gram is written abaut the individual,
she satd, and will be more helpful.

Seminars are also far more expen-
sive than the computer program,
which will sell for roughly $125, she
sald. Discounts will be avatlable for
bulk purchases.

“Companies don’t have the money
or the time (for seminars} today,”
Mendro said. When companies send
employves 10 seminars, costs — In-
cluding travel, boarding and seminar
costs — can run into the thousands
of dollars.

MONDRO ALSO said that whlile

Each response to a questlon — and
combinations of questions — In the
Life Styles Inventory triggers a dif-
ferent aspects in the report.

There are 12 dasic [lfe styles, only
four of which — affiltative, achicve-
ment, husnanistic/encouraging, self-

are psy
healthy. The others — approval
sceking, conventional, dependent,
avoldance, oppositional, power seek-
ing, competitive and perfectionistic
— are unhealthy.

FACH PERSON'S thinking and
behavior are made up of several of

p spend 2 substantlal
amount in training dolars, those
training doltars arc the fIrst to fal
in budget cuts. An casy-to-use, rela-
tively inexpensive computer pro-
gram could cut training costs by
two-thirds and offer the same and
probably more benefit, she sald.

Mondro sald Human Synergistics
is launching its program at the Best
Of American Training Conference in
New York in January.

“A significant change in a key in-
dividual can make an incredible dif-
ference in the organization,” he sajd.
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