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If YOU are described by others as a Driver…

Analytical                                                                 Driver


Amiable                                                               Expressive

Figure 12

If YOU are described by others as an Expressive…

Analytical                                                                 Driver


Amiable                                                               Expressive
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If YOU are described by others as an Amiable…
Analytical                                                                 Driver


Amiable                                                               Expressive

Figure 14

If YOU are described by others as an Analytical…

Analytical                                                                 Driver


Amiable                                                               Expressive

Management theories

THEORY  I

ASSUMPTIONS: (Manager’s Mindset)

1 Work is inherently distasteful to most people

2 What workers do is less important than what they earn for doing it

3 Few want or can handle work which requires creativity, self-direction, or self-control

POLICIES: (Mechanisms for Productivity)

1 The manager’s basic task is to closely supervise and control his subordinates

2 The manager must break tasks down into simple, repetitive, easily learned operations for subordinates

3 The manager must establish detailed work routines and procedures and enforce these firmly an fairly

EXPECTATIONS:

1 People can tolerate work if the pay is decent and the boss is fair

2 If tasks are simple enough and people are closely controlled, they will produce up to standard

This mindset perceives the manager as the controller. It is based on social Darwinism which says that the fit survive, and should, and it is their duty to guide the other. This basis is found also in classical economics that suggested that leisure is man’s preferred state and work is his required state. From this foundation time and motion studies, as well as task specialization, emerged. This separated the “planners” from the “doers” of the work. Consequences were that human characteristics are molded to fit technical requirements. Workers realized that they were being as standardized as machines which was catalyst for unionism. If the environment is predictable, and goals and roles are stable and individuals are trained to processed and procedures, them this methodology will work in terms of people producing to standard.

THEORY  II

ASSUMPTIONS: (Manager’s Mindset)

1 People want to feel useful and important

2 People desire to belong and to be recognized as individuals

3 These needs are more important than money in motivating people to work

POLOCIES: (Mechanisms for Productivity)

1 The manager’s basic task is to make each worker feel useful and important

2 The manager should keep his subordinates informed and listen to their objections to his plan

3 The manager should allow his subordinates to exercise some self-direction and self-control on routine matters

EXPECTATIONS:

1 Sharing information with subordinates and involving them in routine decisions will satisfy their basic needs to belong and to feel important

2 Satisfying these needs will improve morale and reduce resistance to formal authority---subordinates will “willingly cooperate”

This mindset still sees the manager as controller but is aimed at reducing resistance rather than utilizing a broader ranger of capabilities in lower-level members. No change is envisioned in the structures and job designs assigned but simply an effort is made to make the work less painful. The assumption is to insure niceness through a charismatic approach, persuading or selling people on cooperating

THEORY  III

ASSUMPTIONS: (Manager’s Mindset)

1 Work is not inherently distasteful. People want to contribute to meaningful goals that they themselves have helped establish.

2 Most people can exercise far more creative, responsible self-direction and self-control than their present job demands

POLOCIES: (Mechanisms for Productivity)

1 The manager’s basic task is to make use of his/her “untapped” human resourses

2 He or she needs to create an environment in which all members may contribute to the limits of his or her ability

3 He or she needs to encourage full participation on important matters, continually broadening individual self-direction and control

EXPECTATIONS:

1 Expanding individual influence, self-direction and self-control will lead to direct improvement in operating efficiency

2 Happiness on the job often improves as a by-product of individuals making full use of their resources.

Here, the manager is seen as a facilitator of performance. Emphasis is placed on adapting organizational structure, job design and control systems to fit worker preferences, as well as the organization’s goals. Consequently, the manage searches for ways to increase the compatibility between the social and technical system and between the organization and its environment. If the environment is turbulent and goals and roles are constantly changing, then this methodology is more effective.

PLANNING AND DIRECTION

UNILATERAL                                 JOINT
Determination of plans, policies                    Determination with involved individuals

and procedures

CLOSE & DIRECT SUPERVISION                 GENERAL & SUPPORTIVE
Either personally or through detailed                 Supervision enables broad self-direction 

procedures and reports                              and self-control to be exercised in

pursuit of agreed-upon goals

ORGANIZATION AND JOB DESIGN
Functional specialists in hierarchical                 Loosely linked, self-paced teams with 

layers                                          heterogeneous skills grouped together

around product, part or integrated

process stage

Highly specialized and segmented                    Enlarged activities or meaningful, self-

Collection of tasks                                paced and self-evaluated operations

SELECTION AND TRAINING APPRAISAL AND DEVELOPMENT

Presumed traits and abilities associated                Flexible systems attempting to balance 

With immediate job requirements                    the long-run needs of the organization 

                                               with individual needs

Superior appraisal conducted based on                Joint Appraisal (manager/report)

Standard characteristics and behavior                 Focused on progress toward previously

                                               Agreed-upon job targets or objectives

Unilaterally planned and directed                    Flexible procedures where organization 

development programs                            members are included in the process of 

setting their own development goals 

and means to achieve them

COMMUNICATION AND CONTROL

Downward flow of orders and instructions          Information systems designed to provide

And upward flow of reports                      operating units with access to all the data

                                            they believe necessary to their performance

Control systems that collect progress              Short feedback for loop designs enabling 

information from operating units for               operating units to immediately appraise

transmission to distant evaluation points            and adjust their own performance

REWARD SYSTEMS

Systems built exclusively around                   Systems which recognize both loyalty 

Longevity or merit alone                          and performance

Unilateral determination of rewards/                Organizational members having a voice in 

Method of attainment                            the determining mature of rewards and 

                                              the paths by which they can be achieved

When we enable people to participate, we are practicing participative management.

OLD RULES TO MANAGE BY

· Never ask for help

· Never bet it seem like you cannot handle everything on your own

· Never talk to anyone about anything important unless you have no other choice

SITUATION TO LIVE WITH
· My boss wants more…

· Because management wants more…

· Because customers demand more…

· Because competitors are delivering more…

· But, workers do not want to do more than the bare minimum

NORMAL OPERATION TO CHANGE
· Is it quitting time yet?

· Wednesday is “hump day”

· Thank god it’s Friday

· Who cares - skip it – let those jerks in the field worry about it

· Hey, slow down! You make the rest of us look bad!

· They don’t pay us to fix things. Call the maintenance and take a break

· But maintenance can’t be here until tomorrow. So? It’s not your problem

SAPP BEHAVIOR

Takes away:

· Responsibility

· Authority

· Identity

· Energy

· Power

Results in:

· Confusion

· Lack of trust

· Not being listened to

· No time to solve problems

· Bureaucratic office politics

· No time to work on systems issues

· Not knowing whether one is succeeding

· Across the board rules and regulations

· A boss taking credit for others’ ideas

· Not enough resources to do the job well

· Believing that you can’t make a difference

· A job simplified to a point that it has no meaning

· People treated exactly the same like interchangeable parts

WHEN YOU HAVE BEEN SAPPED, YOU FEEL LIKE…

· Your job belongs to the company

· Your are just doing whatever you are told

· Your job doesn’t really matter

· You don’t know how well you’re doing

· You always have to keep your mouth shut

· Your job is something different from who you are

· You have little or no control over your work

WHEN YOU FEEL ZAPPED, YOU FEEL LIKE…

· Your job belongs to you

· You are responsible

· Your job counts for something

· You know where you stand

· You have some say in how things are done

· Your job is a part of who you are

· You have some control over your work

THE FIRST THREE STEPS TO ZAPP!…

1 Maintain Self-esteem

2 Listen and Respond with empathy

3 Ask for Help in Solving Problems

…lead to the Soul of Zapp:

           Offer Help Without Taking Responsibility

My choices in delegating responsibility:

· Refer the task to the proper person

· Delegate authority to carry out the task and make decisions

· Delegate the task without giving decision –making authority

· Keep the task

With delegation comes the need to set up controls

· A boss who overcontrols Sapps his people

· A boss who abandons control Sapps his people

· A boss who uses situational control Zapps his people

People only respond negatively to controls when they are inappropriate for the situation

Sharing responsibility with people does not mean abandoning responsibility

Through Zapp, people gain responsibility in their individual jobs, but I still have the responsibility to…

· Know what is going on

· Set the direction for the department

· Make the decisions they can’t

· Ensure that people are on course

· Offer a guiding hand; open doors to clear the way

· Assess performance

· Be a smart manager

To channel action, establish the following:

KEY RESULT AREA

( The direction we want to go.)

Example: Increase Output

MEASUREMENT

(A way to know we’re moving in the right direction.)

Example: Number of units moved to Dept O

GOAL

(Something to tell us if we’re there yet.)

Example: 10% increase

· Constant performance feedback relative to goals keeps the zapp level high

· If possible, people should manage their own feekback system

· Changing measurements and goals Zapps people in new directions

To get maximum Zapp, many people need coaching on how to do their jobs

COACHING STEPS:

1 Explain purpose and importance of what you are trying to teach

2 Explain the process to be used

3 Show how it’s done

4 Observe while the person practices the process

5 Provide immediate and specific feedback (coach again or reinforce success)

6 Express confidence in the person’s ability to be successful

7 Agree on follow-up actions

For Zapp to work, people need:

· DIRECTION (Key result areas, goals, measurements)

· KNOWLEDGE (skills, training, information, goals)

· RESOURCES(tools, materials, facilities, money)

· SUPPORT(approval, coaching feedback, encouragement)

A few things to remember about Zapp Teams:

· Creating teams spreads Zapp through a group

· A Zapped team is more productive than a group of Zapped individuals

· The more decisions a team can make, the more Zapp it has

A few things that boost the voltage of Zapp Teams:

· Give the team a say in who works on the team

· Establish a mission for the team

· Provide time and places for the team to meet

· Provide technical training at “the teachable moment”
· Provide “people” skills for interacting, solving problems, making decisions, and taking action

Zapp Teams can take lots of responsibility

For instance, they might…
· Determine who works on what

· Handle absenteeism and performance issures

· Get involved in all aspects of their work

· Select their own team leader from their ranks

· Find opportunities to improve quality and productivity ( and work to realize those opportunities)

Management’s role in spreading Zapp:

1 To protect people from the Sapping things that the company might attempt to put upon them while supporting and encouraging the Zapping things the company can offer

2 To be sure that subordinate managers have the skills required to Zapp ( and if they don’t, get them into training)

3 To coach subordinate managers in how to use and improve their Zapp skills

4 To reward performance resulting from Zapp

Overall: To create an environment where Zapp can happen

USE KEY PRINCIPLES TO OVERCOME BLOCKS AND SLIPPAGE

Improved Performance


Mistrust                      Use Key Principles


Anger                        Use Key Principles


Defensiveness                 Use Key Principles


Current Performance

Who determine how Zapped (or Sapped) an employee is?

In order of importance:

1 The person’s immediate boss ( the group leader)


2 The other people who affect the person’s job ( suppliers, services, support)


3 Higher management

4 The organization and its system


By far, the most important enZapping influence is the supervisor or manager to whom the employee directly reports

TRADITIONAL THINKING

Strengths:

Control oriented

One person responsible

Widely accepted

Quick decisions

Little employee training expense

Weaknesses:

Inhibits input & creativity

Shields employer for responsibility

Limits communication

Promotes helplessness

Fast decisions---slow implementation

New Thinking After WTO

SELF DIRECTED/ SELF MANAGED TEAMS
Strengths:
Involvement oriented

Promotes ideas & suggestions

Everyone is responsible

Continuous improvement

Access to training

Productivity increases

Weaknesses:

Requires extensive planning

Resistance from front line supervisors

Toyota has 7 level-layers between CEO and workers on the plant line

Ford has 17

GM has 22

Absenteeism at Saturn 3,900 union employees less than 1%

Saturn-defects one or two, sometimes none

Others, 4-5

WORK TEAMS

Traditional Thinking                             Self-Directed/ Self-managed

Top-down                                      Bottom-up

Unilateral                                      Consensus

Narrow Focus                                   Big Picture

Narrow Training                                 Ongoing diverse training

Move up                                       Move around

Helplessness                                    Empowerment

Stuck/complacent                                Challenged/ Innovative

Internal Competition                              External Competition

Work Together                                  Work & celebrate

RESULTS

Quality improves                    38%

Productivity increases                22%

Operating costs decrease              17%

Commitment from workers is greater

RESPONSE TO COMPETITIION

Better quality

Lower price

Quicker to market

Innovaion

SELF-DIRECTED WORK TEAMS

A functional group of employees 8 to 15

Team shares responsibility for a particular unit of production

*Members trained in all the technical skills necessary to complete tasks assigned

*Responsible for scheduling, quality & costs

*These responsibilities have been clearly defined in advance

*=Shared responsibility

3 LEVELS OF COMPENSATION 

FOR SELF-DIRECTED/SELF-MANAGED TEAMS

1) Base pay ( some of which may be at risk)

2) Skilled based

Depth—Specialist

Breath-Other jobs

Height—Leadership, safety, training

3) Team gain sharing

· percentage of profits or savings

· team incentive bonuses

5 OBSTACLES TO NEW THINKING AFTER WTO

1) Fear of change

2) Exchange of individual recognition for team recognition

3) Managers fear of loss of control

4) Getting info when it needs to be done

5) Teams staying on course

75% of the time supervisors and middle managers will sabotage teams if they do not buy into process













Relate to   Efficiency, logic, data and task


your:      orientation.





Question   Haste, bossiness,


your:      decisiveness, 


          competitiveness, risk- 


          taking


To work better with them:


1 Bring them detailed facts and logic in writing


2 Be patient while they evaluate and check the accuracy of the data


3 Help them come to conclusions by getting them to set deadlines after you have provided time for review.





They see   Action oriented, in a hurry, 


you as:     bossy, commanding, efficient,


           stubborn, disciplined, tough,


 independent, secretive, logical


 demanding, non-listening,


 quick, decisive, unfeeling





To work better with follow Drivers:


Agree in advance to specific goals and provide freedom to work within these limits. An unproductive deadlock can occur when there is too much dominance and no allowance for independence and individuality.





Relate to    Efficiency, discipline


your:


Question    Lack of feeling, tough


your:       mindedness, bottom line


           orientation, impatience, 


           secretiveness  





To work better with them:


1 Show concern for them and their family, interests, etc.


2 Slow down and provide detail and specifics on how to accomplish objectives


3 Support with personal attention, efforts and accomplishments





*Working with this style will require you to exercise your versatility 








Relate to   Accomplishments,


your:      independence,   


          decisiveness 


Question   Coldness, lack of playfulness,


your:      critical nature, discipline








To work better with them:


1 Be more open about self, feelings, gossip, opinions


2 Relax time constraints within structure, give incentives


3 Provide public recognition for accomplishments ---let them win in front of others








They see  Outgoing, enthusiastic, warm,


you as:    opinionated, talkative, intuitive, emotional, stimulating, imaginative, impulsive, excitable, loud, flashy, dramatic, personable, competitive, caring


To work better with fellow Expressives:


Provide the discipline in this relationship or all the fun and creativity may accomplish nothing. Keep in track and with the basics, allowing carefully limited experimentation as a  (something illegible)





Relate to    Warmth, enthusiasm and 


your:       your stimulating and 


           personable nature


Question    Outgoing, loud, dramatic,


your:       impulsive side





To work better with them:


1 Slow down the pace and volume, allow time to build a relationship


2 Work on one item at a time, in detail; avoid the confusion of too many tasks and/or ideas at one time


3 Encourage suggestions,








Relate to   Outgoing, imaginative,


your:      competitive and


          personable aspects


Question   Rah-rah, demonstrative, 


your:      impulsive, emotional side


          





To work better with follow Drivers:


1   Back up your enthusiasm with actual results; demonstrate that your ideas work


Be on time and keep within agreed    upon limits, provide materials etc.---promptly


Provide choices of action where possible and let the Driver select course of action.





Relate to   Imaginative, stimulating,


your:      thought-provoking nature





Question   Ability to perform as stated,


your:      follow-through, loud, 


           flashy, emotional side


          


To work better with them:


1 Talk facts, not opinions, and break down component parts, preferably in writing.


2 Back up your facts with proof from authoritative sources


3 Be quietly patient while they discover for themselves what you already know





*Working with this style will require you to exercise your versatility.





Relate to   Supportive, friendly, responsive


your:      helpful characteristics





Question   Slowness to act, careful, 


your:      complying, non-competitive


          stance


          


To work better with them:


1 Try to bring them definite opinions, backed by third party endorsement---don’t waver


2 Publicly recognize and praise their accomplishments


3 Stand your ground when challenged on rules, previously established procedures.





They see   Supportive, quiet, friendly,


you as:    shy, retiring, team oriented, 


helpful, kind, thoughtful, slow to act, non-threatening, soft-minded, easy going, complying, responsive, open, wlling, careful, cooperative


To work better with fellow Amiables:


Being hardnosed, insistent and directive is an uncomfortable role but a necessary one in this situation. Otherwise, it is likely that no one will take the necessary initiative and the end result will be unsatisfactory.








Relate to   Supportive, helpful, 


your:      team oriented, careful nature





Question   Lack of initiative, need for 


your:      detail, small thinking,


responsive side


          


To work better with them:


Be businesslike, let them tell you how to help, what they want. Don’t try to build a relationship/friendship 


Stay on schedule, stick to the agenda, provide factual summaries


Let them make decisions based on options you provide


*Working with this style will require you to exercise your versatility.








Relate to   Cooperative, careful, quiet,


your:      thoughtful and willing ways





Question   Soft-hearted, easy-going 


your:      nature, emotional responses


          and compliance with others


          


To work better with them:


1 Stress the need for facts and data rather than emotion to build a case, but let them do the workup with a time limit.


2 Provide added opportunities for class work and study in return for meeting activity standards.


3 Build confidence in the relationship through demonstrated technical competence





Relate to   Cooperativeness


your:      dependability





Question   Dependence on facts, critical


your:      stuffy nature, impersonal


approach, lack of fun


          


To work better with them:


1 Spend “informal” time with them---coffee, lunch, beer


2 Recognize their need for package sales, incentives, contests


3 Ask for their opinions, input on a non-critical, accepting basis


*Working with this style will require you to exercise your versatility.








Relate to   Cooperative, conservative


your:      nature, accuracy, patience





Question   Lack of warmth and close 


your:      relationships, dependence on figures


          


To work better with them:


1 Show your interest in them as people rather than as numbers


2 Use their skills as mediators to build relationships inside the organization


3 Help them ask for bigger numbers and upgrade their prospects.








Relate to   Logic, data based, accuracy


your:      dependability





Question   Overabundance of facts,


your:      lack of decisiveness and risk


taking


          


To work better with them:


1 Summarize facts with various outcomes; let them decide


2 Depend on self-discipline rather than excessive reports, precise instructions


3 Recognize results with monetary rewards





They see  Thinking oriented, wanting 


you as:    more facts, conservative, quiet, critical, logical, cool towards others, thorough, cooperative, distant, reserved, stern, austere, dependable, accurate





To work better fellow Analyticals:


Recognize the need for setting timetables and for reaching decisions. Reinforcing each other’s desire for more information may form a self-perpetuating loop that doesn’t bring results.

































































