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CHARACTERISTICS OF A TEAM

0 U8

A team needs to have clear, challenging objectives which
everyone understamds and want to achieve.

A team needs to have members who are committed by being
involoved and talking differences through a consensus.

A team needs to have members with a variety of different

styles that complement one another.

-Doers who are intent on the job that's to be done and give
the team its drive and momentum

~Thinkers who have good ideas and reject bad ones

-Carers who keep the team together, ease tensions, prowote
harmony and are sensitive about relationships with the team

2  team needs to have a leader who wins consent by adjusting
his or her Jleadership style to suit the needs of the
situation. This means sometimes simply telling team memberg
what to do and sometimes getting ideas from team members and
orchestrating discussion and agreement.



What is a team ?

Opinions differ, but the simplest definition is to say a team is
a small group (6-8 people is a typical size) who co-operate
together on a task in such a way that they accomplish more than
the sum total of the individuals. The jargon word for this is
synergy. This is sometimes expressed as one plus one equals three
because you count the?plus', which represents the interaction
between people,the ?one's'. '

The idea that a combination of different people working together
can achieve synergy is central to the concept of a team as
opposed to a mere group. Eight people each with different views
who fail to cohere or who simply proceed by letting the majority
view prevail (as in voting) are a group (i.e. a collection of
individuals) not a team.

What is a leader 7

Again opinions vary but we may think of a leader more as a roke
with characteristic ways of behaving than a particulars person.
of course sometimes a team has a designated leader but
interestingly even then it doesn't necessarily follow that that
person will behave as a leader. Sometimes we may discover scmeone
else in the team has taken on the role and is acting as an
unofficial leader. Sometimes the role is shared and different
people at different times do the leading.

The role of a team leader- includes the following key behaviours :

-bringing team members in by inviting their comments and
soliciting their ideas

—-clarifying the team's objectives

-%grasping the nettle' by raising issues and problems that the
team ought to face and tackle

-listening to team members' opinions and checking that they have
been understood



What are the hallmarks of a good team ?

l.

A good team has a high success rate i.e. more often than not
it achieves what it sets out to do.

A good team agrees clear, challenging objectives i.e. everyone
in the team contributes to, share understanding of, and 1is
committed to the objectives.

A good team has a leader (it may not always be the same
person) who adjusts the leadership style along :a spectrum from
participative to autocratic in the light of circumstances.

A good team has a mix of people who contribute in different
but complementary ways thus achieving synergy.

A good team operates in such a way that a balance is struck
between concern for the task (the 2what')and concern for the
process (the 2how').

A good team creates a supportive atmosphere where people are
happy te go at risk, say what they really think, develop one
another's ideas,commit to an agreed course of action even
though there may have been differences of opinion.

A good team learns from experience, both ‘success and failures,
by reviewing it processes and thus constantly improving its
own performance.

A good team works hard and plays hard i.e. they nct only
achieve challenging objectives but enjoy themselves as they do.

-



e. nwork Questionnaire

h.5 short questionnaire will help you discover your style when working

N groups or teams.

h:bughout the questionnaire imagine yourself as a member of a small group
r eam, of six or so people. Simply read each item, there are 40
ltogether, and decide as honestly as you can whether you often, sometimes
r-rarely behave in the way described. Indicate whether it is often,

ol 2times or rarely in the appropriate box beside each item.

B, TEAMWORK QUESTIONNAIRE

Often Sometimes Rarely

" 1. I go out of my way to encourage .
people in the group.

— 2. I am inclined to get impatient
with people who 'beat about the

bush',
T urge the group to stick to plans

and schedules and meet deadlines. : - —— i
~ 4. When there are different opinions =

within the group, I encourage

people totalk their differences
through to a consensus.

. I can be counted on to contribute

- original ideas.

6. I use humour to ecase tensions and
maintain good relationships.

e s

7. I seek common understanding prior
to making decisions.

B. I listen carefully to what others ‘1
kave to say.

|

9. I avoid getiing involved in conflicts.

L}

10. I can gquickly see what is wrong with
unsound ideas put forward by others.

|
|

L

1l. I openly communicate the whys and
" wherefores of a situation.




12. I am always ready to back a good
suggestion in the common interest.

13. I tend to put forward lots of ideas.

14. I draw people cut whenever I sense
they have something to contribute.

15. When things aren't progressing well
: I push ahead and get the job done.

16. I develop other people's ideas so
that they are improved.

17. I tend to change my mind -after
listening to other people's
points of view.

18. I tend to seek approval and
support from others.

15. I don't mind being unpopular
if it gets the job done.

20. I actively seek ideas and
opinions from other people.

21. I am a friendly person and
find it easy to establish good
rapport with others.

22. I am careful not to jump to
conclusions too quickly.

23. I am good at noticing when
someone in the group is feeling
aggrieved or upset.

24. I enjoy analysing situations
and weighing up alternatives.

25. I can work well with a very wide
range of people.

26. I have a reputation for having a
ho-nonsense 'call a spade a spade"
Style.

27. I like to feel I'm fostering
good working relationships.

28. I tend to be forceful and dynamic.

Often

Sometimes

Rarely

LIL
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29. I like to anticipate probable

30.
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difficulties and be prepared
for them

I press for action to make sure
people don't waste time or go
round in circles.

I can usually get people. to agree

on a course of action.

I like to ponder alternatives
before making up my mind.

I tend to be open about how
I'm feeling.

People sometimes think I'm
being too analytical and
cautious.

In discussions I like to get
straight to the point.

While I'm interested in all
views I do not hesitate to
make up my mind when a
decision has to be taken.

Flippant people who don't take
things seriously enough usually
irritate me.

I am able to influence people
without pressurizing them.

I like to think things through
before doing something.

Often

Sometimes

Rarely




TEAMWORK QUESTIONNAIRE : SCORE XKEY
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How to score and interpret your questionnaire
" he questionnaire is designed to reveal your teamwork style and indicate whic?
-£ four roles you are best suited to. The four roles are:

Feader - making sure that objectives are clear and agreed and that
everyone is involved and committed.

Doer = urging the team to get on with the task in hand.

‘ilnker -~ producing carefully considered ideas and weighing up and
improving ideas from other people.

C .rer - easing tensions and maintaining harmonious working
relationships, :

ich role or roles are you best suited to? It is possible that you are an
2zl-rounder equally at home with each of the four roles. Most pecple,
however, have a role that fits best with their style and another one or two
I les that they can utilise if need be.

?o score your questionnaire indicate in the columns on the next page, which
items you thought you did often or scmetimes. Do not indicate
1 ems you marked as rarely done.

The maximum score for each role is 20. Your highest total score indicates

t 2 role you are best suited for. Your next highest indicates your back up

I le or roles. Low Scores, say of 9 or below, suggest you are not comfortabl.
with that particular role or roles. If your scores are all around the 15
m=rk, whilst there might be a preference for one or two roles, it suggests

Y 1 are flexible enocugh to adopt any of the four roles.
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sunday afternoons 1n Jduly 1n Coleman, Texas (population 5,607) arce
no: exactly winter nolidays. This one was particularly not - 104 degrees
15 measuced by the Walgreen's Rexall Ex-Lax Temperatucre Gauge located
undetr the tin awning which covered a cather substantial ‘screened-in®
back porch. In addition, the wind was blowing fine-grained West Texas
topsoil thcough the house. The windovws were closed, but dust filtered

through what were apparently cavernous, but invisible, openings in the

~alls.

*How could dust blow through closed windows and solid walls?® one
might ask. Such a question betrays more of the provincialism of the
teader than the writer. Anyone who has ever lived in HWest Texas wouldn't
bother to ask. Just let 1t be said that wind can do a lot of things with

topsoil when more than thicty days have passed without rain.

But the afternoon was still tolerable - even potentially enjoyable.
A water-cooled fan provided adequate celief From the heat as long as one
didn't stray too far from it, and we didn't. 1In addition, there was cold
lemonade for sipping. One might have preferred strongert stuff, but
Coleman was "dry® in more ways than one; and so were my in-laws, at least
unti]! someone got sick. Then a teaspoon or two for medicinal purposes
might be Jlegitimately con51éered. But this particular Sunday no one Wwas

111: and anyway, lemonade seemed to offer the necessary cooling

properties we sought.

and finally, there was entertainment - pominoes. Perfect [or the
conditions. The game requiced little more physical exertion than an
occasional mumbled comment, “shuffle ‘em®, and an unhurcied movement of
the arm to place the spots 1in the appropriate perspective on the table.
It also cequiced somebody to mark the score; but that responsibility was
shifted at the conclusion of each hind SO ;he task, though onerous, Yas
1n no way physically debilitating. In short, dominoes was divecsion, but

pleasant diversion.
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50, alt im all. :éﬁlh=mwan Agrecanle - BECR SXCaiting - Qupday
daftecnoon 1n Coleman: 1{., to quotie a4 contemporary radio commerciaj. = ol
are easily excited.® That 1s, it was untijl my father-in-law suddenly
looked up from the table and said “with appacrent enthusiasm. ‘Let's get

in the car and go to Abilene and have dinner at the cafeteria."

To put it mildly, his suggestion caught me unprepared. You might
even say it woke me up. I began to tucn’ it over in my mind. “Go to
Abilene? Fifty-thcee miles? In this dust storm? We'll have to drive
with the lights on even though it's the middle of the afternoon. And the
heat. 1It's bad enough here in front of the fan, but in an
unairconditioned 1958 Buick it will be brutal. And eat at the
cafeteria? Some cafeterias may be okay, but the one in Abilene conjures

up dark memoties of the enlisted men's field mess.”®

But beforte I could clarify and organize my thoughts even to
articulate them, Beth, my wife, chimed in with, “"Sounds like a great
idea. 1 would like to go. How about you, Jerry?® Well, since my own
preferences were obviously out of step with the rest, I decided not to
impede the party's progress and replied with, ®"Sounds gooed to me,* and

added, °I just hope your mother wants to go."

"Of course I want to go,*" my mother-in-law replied, *I haven't been
to Abilene in a long time. What makes you think I wouldn't want to go?*

So into the car and to Abilene we Wwent. Hy predictions were
fulfilled, The heat was brutal. We were coated with a fine layer of
West Texas dust which was cemented with perspiration by the time we

arcived; and the foed at the cafeteria provided first-rate testimonial

material for Alka-Seltzer commecrcials.

Some four hours and 106 miles later Wwe retucrned to Coleman, Texas,
exhausted. We set in front of the fan for a long time in silence. Then,
both to be sociable and also to break a rather oppressive silence, I

said, "It was a great trip, wasn't itp"

No one spoke.

”UUU? 2/4



Finally my ﬁothcr-in—lau Said, vith some Slight note of Ifcitation,
"Well, to tell the truth, I ceally didn't enjoy it much and would have

father stayed hece. [ just went along because the three of you were so

enthusiastic about going. I wouldn't have gone if 'you all' hadn't

pPressured me into it.-"

I couldn't believe it. *What do you mean ‘you all?'* I said “Don't
Put me in the 'you al)‘ group. I was delighted to be doing what we were

doing. I didn't want to go. I only went to satisfy the rest of you

Characters. You are the culprits,*

Beth looked shocked. “pon't call me a culprit. You and bDaddy and
Hama were the ones who wanted to go. I just went along to be sociable

and to keep you happy. I would have had to be crazy to want to g0 out in

heat like that. You don't think I'm Crazy, do youz®

Before I had the opportunity to fall into that obvious trap, her
father entered the conversation again with some abruptness. He spoke
only one word, but he did it in the quite simple, straightforward

Vernacular that only a life-long Texan and pParticularly a Colemanite can

approximate. The word was “H-E~L-L-L."

Since he seldom resorted Lo profanity, he immediately éaught our

attention. Then he Proceeded to expand on what was already an absolutely

clear thought with, “Listen, I never wanted to go to Abilene. I was sort

of making conversation. I just thought you might have been bored, and I

felt I ought to say somefhing. I didn'‘t want you and Jerry to have a bad

time when you visit. you vVisit so seldom I wanted to be sure you enjoy

it. And I knew Mama would be upset if ‘you al)l‘ didn't have a good

time., Personally, I would have preferred to play another gama of

dominoces and eaten the leftovers in the icebox. "

After- the initial outburst of recrimination we al) sat back in

silence. Here we were, four reasonable sensible people who, on our own

volitions, had just taken a one-hundréd-six mile trip across a

Godforsaken desert in furnace-)ike temperatures through a cloud-like

duststorm to eat unpalatable food at a hole-in-the-wall cafertecia in

Abilene, Texas, when none of us had ceally wanted to go. In fact, to be

More accurate, we'd done just the opposite of what we wanted to do. The

whole situation secemed patadoxical. It simply didn*t make sense.

/4
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At least it didn't make sense at that time. But since that fateful
summer day in Coleman, I have observed, consulted with, and been a part
of more than one organization that has been caught in the same
situation. As a result, it has either taken a temporary side-trip, and
occasionally, a terminal journey to Abilene when Dallas or HMuleshoe or
Houston or Tokyo was where it really wanted to go. And for most of those
organizations, the destructive consequences of such trips, measured both
in tecms of human misery and economic loss have been much greater than

fnr the Abilene group.

This story is concecrned with a paradox -- "The Abilene Paradox."®

Stated simply, it is as follows: Organizations frequently take actions in
contradiction to what they really want to do and therefore defeat the
very purposes they are trying to achieve. It also deals wilh a major
corcllary of the parado¥x, which is that the inability to manage agreement

is the major source of organization dysfunction.

When a group gets lost in such a cloud of unrecognized agreement, it
frequently manifests behavior that leads one to mistakenly belicve the
organization is caught in a dilema of conflict. For that reason, it
takes a different type of team-development problem-solving process
involving agreement management to develop new, more functional

organizational behaviors.

00095 L&
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[NTERPERSONAL BEHAVIOUR

The purpose of this subject f{s to develop your understanding of the ways in
which people behave when negotiating with one another. We shall first
recognise the behaviours which successful negotiators use in counselling

situation.

What is a behaviour

A behaviour is something which a person does (not something he is). It
is an observable event which you can see or hear to happen.

Examples are:-

. disagreeing with your boss
scratching your ear
.dialing a telephone number

Some behaviours have more influence on your skills at persuading than
others.

Eleven behaviours which influence your success in negotiating and persuading

Making suggestions

Building Suggestions lnitiation

Agreeing

Disagreeing
Defending/Attacking
Blocking/Difficulty stating
Open

reaction

N N N Nt N

Testing understanding
Summarising

Seeking information
Giving information

clarification

i

Making suggestion

A suggestion puts forward a NEW concept proposal of a course of action,
and is actionable.

Building suggestion

A building suggestion extends or develops a suggestion which has been made
by another person. It is an additional concept, proposal, or course of
action based on your implied acceptance of the previous proposal, and is
also an actionable one.

Building suggestions are very important to the successful derivation of a
constructive conclusion. They are oftepn hard to make, Research shows
that meetings where a lot of building suggestions occur are more
successful than meetings where they are absent.

Apreeing

An agreecing behaviour involves a conscious and direcct declaration of support
of another person's concepts.
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A disagreeing behaviour involves a conscious and direct declaration of
differences of opinion, or criticism of another person's concept.

Defending/Attacking

A defensive/attack behaviour attacks another person or defensively
strengthens on individual's own position. Defending/attacking behaviour
usually involves the use of emotional words or open criticism (such as
“"stupid", "nonsense'") and often contain emotional oveértones.

Blocking/Difficulty stating

Blocking/difficulty stating behaviour places a difficulty or a block
in the path of a suggestion or concept without offering any alternative
suggestion and without offering a reasoned statement of disagreement,

e.g. "It won't work'" or "No way".

Open

An open behaviour exposes the individual who makes it taking the risk of
loss of status. This behaviour may be considered the opposite of
defending/attacking. It includes admissions of self mistakes or in-
adequacies in a non-defensive manner. It is "self-attacking" in a low
profile so as to allow you to prevent receiving an open attack from
another person, provided you put this up at the right moment.

Testing Understanding

This seeks to establish whether or not an earlier contribution has been
understood. e.g. "Am I right to say that ....."

Summarising

This restates in a compact form the content of previous discussions ar
considerations. This behaviour is normally used to recapture the aims
of the discussion and provides a brief account of the conclusions so

far reached.

Testing Understanding and Summarising are the two checking behaviours used
extensively by skilled negotiators to avoid confusicn and to ensure that

everyone is on the same wavelength.

Seeking Information

This is to ask for facts, opinions or clarification from another individual
or individuals.

Giving Information

This is to offer facts, opinions or clarification to other individuals.
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Perception vs. Intention

Different people have different perception on similar subjects. So does
the case in interpersonal communication. All of us have a tendency to
accept ideas that us percefve to be right and to screen out those we do
not accept. Research data show that this perceptual influence will affect
interpersonal communication in at least two ways:-

(L) We SEE in the behaviour of OTHERS

* 2 times as owch blocking/difficulty stating
and * 40%Z more defending/attacking

than we see in OUR OWN

(2) We SEE in OUR OWN behaviour

* 30Z more suggestions
and * significantly more building suggestions

than we see in OTHERS

(Y _PERCEPTION|

SVGHESTroNT GLOC KING
ME S o e T Him
Butdimb ATTACKING

HIS PERCEPTION
I |

Brockiné SUGGESTioNS

oo YR

<Ph ATTACK ING e Boutepiné N

We car't both be RIGHT
Chances are that we are both WRONG

The important fact is that our behaviour is often interpreted differently
from what we intended and misinterpreted in a NEGATIVE direction.

What are the common causes of misunderstanding

* Counter suggestions (failure to get a reaction)
* Irritators

* Defending/attacking spirals

* Behaviour chains :

* Lack of testing understanding and summarising

* Inadequate or lack of labelling of our behaviour

Avoiding these traps afdsclear communication and prevents misunderstanding.




TRANSACTIONAL ANALYSIS EXERCISE

1.

Female
Programmer

Young Male
Operator

Female
(Telephone)

Secretary

Male
Analyst

Female Pro-
ject Leader

Vice
President

Department
Manager

User
(Telephone)

Salesman

.

Look at my deck! It was in
order when I gave it to you.
Now it's a mess!

So what! You had a keypunch
error anyway! k

I'd like to speak with Smith.
He's in a meeting in Room’ 10-B.

I'm sorry, but we never inter-
rupt meetings for telephone
calls. You'll have to leave a
message.

T don't have the reports - - I
didn't even know they were due
today.

Look, you know I always need
those reports on the 1l5th of

the month! The customer expects
them this afternoon, and if
they're delivered late again,
we'll probably lose his business.

If you were organized, you
wouldn't have these problems.

It's not my fault. If it weren't
for the headcount freeze, I
could meet the schedule.

Why can't an organization the
size of yours work out a problem
as simple as this conversion?

I'm sorry to hear that you're

having this problem. I'm sure
Mr Cheung, who is in charge of
our conversion team, can help.
I'11 ask him to call you this

afternoon.

-
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TRANSACTIONAL ANALYSIS EXERCISE (3)

12.

33

14.

15.

16.

17.

Boss

Analyst

Manager

Project
Leader

Secretary

Customer
(Telephone)

Female’
Programmexr

Female
Programmer

Female
Programmex

Male
Programmer

Secretary

LL]

-

L]

How does it lock? Do you
expect to finish on schedule?

It would have been finished
already if it wasn't for the
user changing the specifications.

What do you say we discuss the
rest of this over lunch?

Great!

I'm sorry, Mr Tong's line is
busy. Would you like to wait
or do you want to leave a
message?

I've already left three messages
and not one of them has been
returned! Why should I think
this one would be?

These users are all alike - =
they never know what they really
want.

I know just what you mean. I
have a customer - - you wouldn't
believe how unreasonable he is.
Let me tell you what he pulled
last week

Can you help me find the error
in this program?

I can't help you - I've got
enough problems of my own! The
boss is on my back. My program
won't work and the turnaround is
lousy.

Mr William called while you
were at lunch and cancelled his
2:30 appointment with you.

what do you mean, he cancelled
his appointment? You should
have told him how important it
was!
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TRANSACTIONAL ANALYSIS EXERCISE (2)

6. Salesman

Secretary

i Programmer

Decollator

8. Salesman

Secretary

9. Customer

Female Clerk

10. User
Analyst

l1l1. User
(Telephone)
Analyst

e

-

How long do you expect the
presentation to late?

It should be over by, oh ..
«ss 3200 - 3:30. Are you
planning to attend it?

I can't wait all day for
those reports. The customer
expects them by noon.

I've got all kinds of work to

do myself, but I can't get

anyone to fix my machine.

You should never make appoint-
ments for me without checking
first! I can't meet with
Marshall at 2:00.

What else was I supposed to
do? That's the only time he.
could come!

I can never make this machine
work right. It keeps jamming!

I never have this problem with
customers that know how to use
this eguipment.

Is it possible to build this
systeit so that it will provide
a one hour response?

That's too expensive. A system
that provides a 24-hour turn-
around is sufficient for your
requirement.

If you can't have these modi-
fications completed and to me
by Friday, we can't do business.

Now locock! You're not the only
customer I work with. You'll
just have to wait your turn
like everyone else.
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TRANSACTIONAL AMNALYSIS

INTRODUCTICH

The theory of transactional analysis has only in recent years
been thought worth applying in the area OoFf customer services
as a result of it being popularized by books such as the

following: =~

(a) I'm OK - You're OK,
(p) Games People Play,
(¢) Born To Win, and
(d) Everybody Wins.

This theory has a relatively short history - sranning over a
period of only 20 years. It was originated by Dr. Eric 3erme
to explain, in an oversimplified way, the transactions or moves
people make in thedir dealings with others.

Dr. Berme believed that a person's pattern of behaviour is well

formed relatively early in-life, perhaps at the age of 5. 1If

a baby is fortunate enough, he is loved by those around him, who
comfort and care for him. People around him will rock him, sing
to him, feed him, and protect him. Gradually, the baby is able

to recognize those around him and he beglna to abscrb or record

what is going on.

When he can move around on his own, he encounters the "No, no"
or "Don't do this" of his parents. He begins to find out what
behaviour is "OK" and what is not. He learms, for example, that
i+ is all right to paint a colour book but not the wall. As he
matures he learns to size up the facts of every situaticn. Ee
.calculates tha odds and decides whether to do certain acts or
not, depending upon the consequences he can see and reason out
for hinself.
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During all these formative years, the brain is recording every
experlence for future playback. From birth our brains act as
high-fldellty tape recorders, recording not only experiences

but all of the thoughts, feelings, sights, sounds and smells
associated with them. Whatever we have ever done is recorded

in the brain and all it requires is a gtimulus to help us recall
past experiences. The sight of f£resh falling snow, the smell of
bakery bread, or the sound of a special. tune can bring long
forgotten memories flooding back.

THREE DIFFERENT EGO STATES

The information recorded by our brains almost from the moment

we are born forms the basis of the three ego states. Each
jindividual has 3 separate and distinct parts within himself
which we may call the "Parent®, "Adult” and “Child*. They are
represented by capital letters P, A, C in TA language. This is
to reinforce the fact that they difier from their usual meanings

of parents, grown-ups and children.

The Parent

The Parent ego state is molded by what our brains have recarded
as we watched nd heard our actual parents or othexs whe served
as parent figures. Later in life we may still hear their
original "No, no" or “Geed boy, Good girl" in our ninds.

Early in life the values and ideals of our parents became ours.
The information is taken in straight, without any editing. It
is stored just as if it were on videotape and available for
instant replay. ’

The information or messages picked up by a c¢hild can be both
verbal and non-verbal. Have you ever been told that you look or
act like your mother or father? Children often adopt the manner-
joms and gestures of their parents. It could be an accent in
their speech, a walk, a stance, a gesture or a facial expression.

—



Everything we saw was recorded. These external events that
happened around us have been deeply rooted in our "recorder"”.
These include the rules, laws, "How to", "don't", "“should",
“shouldn't", etc. We will recall certain responses and reactions
automatically and unconsciously in our working lives,

The Parent ege state has two components:-

(a) The Nurturing Parent and
(b) The Critical or Prejudicial Parent

The NURTURING PARENT is that part of us when we become
sympathetic, encouraging and protective.

The CRIVTICAL or PREJUDICIAL PARENT is that part of us when we
behave in a judicial,
moralising or punitive manner.

The AduLE

The Adult ege state gathers and processes information, it then
computes it and evaluates it. When we in the "Adult" role we
usually becoma unemotional and we are more concerned with what
is most expedient and most useful. This state allows us to
develcop a capability to agssess the realities around us. :

The Child

The Child ego state encompasses all the thoughts, actions and
feelings experienced in childhood. A man jumping for joy when

his team scores a touch down is indistinguishable from a five-
year-old boy. The Child is creative, self-indulgenit, affectionate,
rebellious, self-centered, fearful, aggressgive, curious, and
fun-loving.

There are three distinct parts of the Child ego state: (a) the
Natural Child, (b) the Adapted Child, and (c) the Little Professor.



(a) The Natural Child is joyful, spontaneocus, adventurous,
angry, rebellious, fun-loving, etc. He is free,
un-restrained, impulsive, aggressive and fearful.

(b) The Adapted Child is complying, withdrawing and courteous.
Everyone of us is born with a Natural Child state but soon,
we learn through experiences and parental training that
in order ‘to get along in society some of the inclinations
of the Natural Child have to be modified. Social skills
which are helpful in relating tc others and in fulfilling
personal social needs are transmitted to the Adapted Child,
the feelings of “Okayness" and/or of inadequacy. ,)

(¢) The Little Professor possesses the ability to intuitively
figure things out. When applying this ability, we know
how long we can put off doing something before getting into
trouble. We can motivate a friend, co-worker or spouse to

do a favour for us.

It is significant that we can understand these 3 different ego

states. We cannot say that one ego state is bettexr than another.

.It would depend on the situation, and each of us will have to

decide which ego state is most appropriate. In a working

environment, it is desirable to have our Adult state functioning
because this will assist us in making correct decisions. L T:}

Understanding and being aware of the three ego states (P, A, C)
can give us freedom of choice - how we think, feel and behave in
any given gituation; how we make decisyons and reccgnize the
alternatives available to us. |
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TRANSACTIONS

What are we doing here?

We are transacting with each other to get strokes and recognition.
Sometimes we get exactly what we expect - things turn out like

we intended. Sometimes the conversation gets cut off immediately
and we are surprised or confused. Sometimes I say one thing, but
secretly I mean another, so I say it in such a way that the person
will hear my hidden message as the real message. These are the
‘three main ways we talk to each other. We talk from the Parent,
Adult or Child part of us to a part of the other person - that
means there can be a lot of variety in our responses to each other.

I can talk to your Parent from my Parent and can diagram the
conversation like this:

1

w

Stimulus:

g

1. That was a terrible movie. (brow furrowed)
Response:

2. Yes, it was! (upset face)

OO
Q0

I can address your Adult with my Adult.

<::) (::) Stimulus: .
3 > 1. The handling reports will be on your desk
s at 3 p.nm. :
2
@ @ Response:

2. Thank you.

I can invite your Child to hear mine.

Stimulus:

1. Let's cut class and go surfing.

Q00
Q00

Response:
)
.g__.i_ 2., Let's!

I can talk to your Child from my Parent.

Stimqlus:

©
000

1. You don't locok well. Can I help?
Regponse:

2. Wow! I've got a real headache.
Have you an aspirin?

©

or

10.00/2
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Stimulus:

@w @ 1. You are late for work againl (angry)
Gh Response:!

2. I'm sorry. (head hanging)

If I send a message to a part of you and you respond from that

part we are in business and can talk that way until we are finished
with the subject or until one of us leaves. There is no conflict
between us - the lines are all parallel and open. Each of us is
getting what we expected.

If I send a message to your Adult and you respond from your Child
or Parent we have a problem in communication. Our lines are
crossed and we stop talking about the original subject and talk
about manners or you or me. These kinds of transactions cause

us pain and do not get work done or problems solved. When we get
locked into transacting with someone in this manner wve need to
take a look at what investment we have in not solving problems or
in staying upset or unhappy. We can diagrawm the transaction and
track down the trouble and practice new ways of responding and
relating.

(2)

.

Stimulus:
1. What time are you going home?

Response:

(:::) 2. Why are you so interested in when

I'‘m leaving?
or

(:::) Stimulus:

3
Y
2

<::> (::) 1. What time are you going home?
* Response:
@ @ 2. Wouldn't you like to knowl

Either way bad feslings result. Conmunication stops.
If T have a hidden purpose¢ in my communication I'll say it in

such a way that you will get my meaning. My words may be Adult
words but said in such a way that your kid hears them.

@ @ Stimulus: :
\

\ 1. I'll do the report this time.

c’
@-—1—\-—)® Stimulus:

HIDDEN MESSAGE:

AV}
@ 2. You are too stupid to do it rightl

ao--o/3
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Response:

1. Alright.

G )
@ ;"i‘;‘ @ Response:
() &0

HIDDEN MESSAGE:

2. You are right, I am so dumb that
I can't do it right.

When there is an ulterior or hidden message, how the transaction
turns out iz determined by that unspoken message.

Since you have so many places to respond from, when you are
talking to someone else with the same multiple ego states, the
possibilities for misunderstandings are staggering.

How do we get unstuck from responding in unhealthy or unsatis-
factory ways? Stop and think. That means activating your Adult

ego state. You don't have to respond immediately. Take a seccnd

and use the part of you that will get you what you want. If you have
transactions that are giving you pain, practice coming on with a
response from a different ego state. Invite the other person to
respond differently to you. That is being in charge of yourself.

.

Here are a few Tresponses you could make
to the stimulus: 1. When are you going
home from work?

@(1)0
OO

From your
BHurturing Parent:
Do you want to ride with me?
Critical Parent:
Why do you want to know?
Adult:)
At 4:30
Adapted Child: . .
Did you see me "leave early yesterday?
Free Child:
As scon as possiblel

In rich relationships there are many ways people relate to each
other. They can share common goals and ideals and prejudices.
They can work together on projects like budgets and income tax.
They can discuss and solve problems. They can play together and
be close without the need to control or manipulate. They can
take care of each other .and nurture each other when the other
person wants or needs it. They can also be taken care of without
feeling inadequate or guilty for it. The more ways they relate
the richer and more stable the relationship is. 1In healthy re-
lationships people transact directly and in a straightforward
manner, free from hidden messages and manipulations.

-.l--/4
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EXERCISE

Think about an unsatisfactory transaction you had today. Diagram
it as you remember it. How could you have responded to invite a

different, satisfying result?

8.0
¢ 9@

Alternate Respcnses:

Nurturing Parent
Critical Parent
Adult

" Adapted Child
.Pree Child

.

- ERD =
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IDENTIFICATION OF BEHAVICUR

1. How about going to a seven o'clock movie this evening?

( )

2. Don't cry, nobody is going to hurt you.
( )

3., Oh, I am sorry, I will do better next time,
( <

4, Can't you ever do anything right? -
( )

5. I don't care, I don't want to do it.
( )

6. What other alternatives do we have?

( )

7. John, bave you finished your report on ABC Company?

( )

8. I have enough, I quit.
( )

9. I told you not to be late again!

( )

10. Don't feel bad. I know you have done your best.
( ) '




GREY STAMP

Sorry, the flight is fully booked. No chance.
Your staff are useless, rude and uncoocperative.
CX is a lousy airline.

See, you made that silly mistake again,

I don't like you.

I don't trust you at all.

You airline people talk about nothing but money.
This is ridiculous!

You don't have any initiative.

Damn you!

Damn stupid!

You are making a fool of yourself.

You Chinese,

You should do that.

I'm sorry to tell you that there is no vacancy for you,
You are not good enough for me.

Don't over-estimate yourself. Who do you think you are?



A Y

/

\

. PROBLEM ANALYSIS

Let us situate ourselves in the past.
When we talk about analysing 2 problem situation, we want tc go from p}ob!em to aclion.

Like in travelling, there are a number of step
logic path of problem analysis. ,

Identification

. 0" I.‘
'A‘-_-‘o-b-l'-),

Action
- TN e A R

AL S

s that we may have io pursue aiong thai path. Thatls called the

. -...of tha problem daviaticn

% G

...of what the problem is and js nol.

_..of tho information so that we can... .

formulate some hypotheses as to the possible
causes of the preblem. ' . <

-

_..and then we test these hypotheses lo identily the
real cause in order lo...

Jdake the correct aclion.

©Copyright 1331 Decision Procasses Intarnztiona
.Revised 1935-1286 All Rights Reserved



/

Let us now tako a look at the skills Involved in each of the steps of the Problsn: Analysis Logic Paii.

Identification

The first step Is, of course, Identification. “How do | know Fve got a problom?" Ons way of looking at a

problem is to say that some obstacleisInterfering with attalning some goal. Or some deviation has occcurred in
the expected performance, or the norm. The first element Involved is to know the norm. Another element that’s
Involved Is the knowladge of what Is actually belng achleved or what Is actually happening.

Norm = Actual: No proble:n

When the norm and the actual are one and the same, there is no problem.

When the actual Is lower then tho norm, then we have a negalive deviation.

.;.....;...‘...Nﬂm wessssmparncanene

\' t Negailve Devialion
Actual .

-

When the actual is above the norm, then wa have & positive deviation.

: Actual

( Positive Deviation

e =l NOIMY s S s ssesvsnsenseesn

The first thing we wili notice about a deviation Is its e/facls. 4

L N R R R Ll

\ ) ] ( Effects

But, in order to correct a deviation, we need to find the cause.

L,

R ]

To do that, we must proceed toadescriptionof the problem. /
©Copyright 1981 Declslon Procassas Internationad )
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Description

identify the problem.

Is

What
° What is the problem unit/object/thing?

° What Is wrong with it?
© What is the defect/faull?

L ==~ ZmQg -

)

Where

How Much, Many

* Ho'w many objects/units are defectlive?

e Haw nany cdefects/laulls on the
object/unit? .

¢ How much of ih2 object/unit is
delective?

¢ What is the trend?

4 zagi-ixm

)

|4
0 ; '
C | e Whera can the problem be found/
: ;:_\ noticed/obsarved/reported?
| * Where is the delect/fault on the unit?
0
il
Th2
Is

\When
T
M| @ When was the problem first observed?
! 7
N | © When in the life/Cperation cycle is the
G defect/fault observed?

® Whalt is the pattern?

To properly describe a problem, there are four dimensions about which we can gef some information. These
are the identily, location, timing and extent of the problem. The followlng are questions designed to heip us

is not

e What could the problem unit be hut it Is
not? ’

e What else could be wrong with it but is
not?

@ What other defect/fault could there be
but Is not?

The following questions :':re designed to help us geographically locaie the probiemn.

Is not

¢ Where els¢ could the problem be but it iz
nol?

e Where eise could the defect/fault be but
it is not? L

lollowing questions are designed lo help us delermine the fiin_tng of the problem.

Is not

¢ When else could the problem have been
observed but it.vas not? “B

¢ When else could the defectfault be seen
but it was noi?

¢ What could ihe patlern be but is noi?

The following questions are disigned to help us determine the magnitude of'gha problem.

Is not

e How many objecis/unils could bg
delecliva but they are not?

e How many delects/faults could there
be-bul are not?

. ¢ How much of the objecVunil could be

defective but it is nol?
* Whal coul_c_j the lrend be but is nol?

eCapyright 1931 Daclsion Procasses International
Revised 1985-19C3 All Rights Reserved
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Dy describing the problem in lerms of what il is and what it is not, we are able to put sharper boundaries
around the problem. These boundaries will help us through the next step.

Analysis

The first step of analysis is to compare the problem area to the non-problom area. In other words, theisto the
is not. We can compare for simitarities, or we can compare for differences. In locking for new and additional ¢
informalion, experiens: has shown that comparing for differences is more i ~:Ipful. In particular we should
examine our descriplion te look for differences in areas where there are sharp ccalrasls in the Information.

-

The following quesiions are designed to help us to identify diiferences:

s What is different, distinctive or unique
between what the problem is and what
itis not?

e What is dilferent, distinclive or unique
between where the problem is and
where it is not?

"« Whal is dilferent, dislinctive or unique
between when the problem is seen
and when il is not? .

The naxt step Is to examine the dilierences in order loidentily changes that have occurred.The search for the
cause must centeritseif on the changes that have occurred. If no change had occurred we would nothave a
problem. To narrow our search for relevant changes,out search should limit itsell to looking for changes
within the differenices we have identilied. ’

The following queastvn Is designed to help us do this:

o Whal has changed about each of these .
diflerences?

" Noling the date of each change is also helpful as we might be able lo relale the start of a problem o aspecilic
change that occurred. 5

\_ o L

eCopyright 1981 Decision Processes Internalional
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ﬂlypotheses _ 2
From our analysls of the deviation we can now formulate some hypothesas as to the possible causes of the

deviation. Hypotheses are a combination of:
Changes Identified + Experlence + Experilse

This question is designed to help us develop possible causes: 5

e In studying the difierences and/or
changes, what hypotheses can be
drawis which might be possible causes-
of the problem?

At this stags, we list all reasonable hypotheses, The emphasisistobe constructive and o make tho bestuse of
our experience and expartise.

Test
In tha ncxt step, it Is important to fasfour possible causes o eliminate those that are not tha real causes. We
screen c-ch possible cause through our description. If a possible cause cannot explain both sides of the
- description, then it Is not likely to be the real cause. Some possibla causes might de so if we add certain
assumptions (“only if”). In such cases these assumptions should ba roted. : S

The testing techalqua is as follows:

e Test each possible cause through the
tost bed (description), especially the
sharp contrast areas.

e Note ali assumptions (“only ii") you
have to construct to support your
hypotheses.

The most probabls cause will be the one that best explains the description or the one with the least number
of assumptions. To ba 100% certain we must now verify our assumptions — quickly and inexpensively. The

question is simple:
e How can you quickly and cheaply verify .o
: your assumplions? gl
Should these assumpliong prove to be true then we have the ree! cause of the problem and are ready to take
“action. ) : >

Aclion ‘
To address a problem, we can take three different types of action.

— To buy us time while we search out the tause of
the problem. Interim action is aimed at the
elfects of the probler.

e Interlm Aclion

— We decide 10 live with the problem or adapt
ourselves to the problem. il is also aimed at
the effects of the problem.

« Adapllve Acllon

e Carreclive Acllon — This is the oaly action designed o climinzie

' the problem, It Is aimed at the cause of the
& : problem. j

©Copyright 1961 Declslon Frocesses Intarnational .
Revised 1935-1988 All Righls ﬂese'fvad : S
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Positive Devialions
Somelimes, we are faced with a situation that is going befter then expecled. This Is called a positive deviation.
Examining a posilive devialion is as useful as explaining the causes of a negative deviation. We canlea: i from
it. In terms of the logic path, the steps are exaclly the same. '

We Identify the area that is going belier than
expected.

Describe and compare with area that we want to
improve.

By analysing the description... _
we can determine several hypotheses...

and lest them.

So that we can arrive at action to either reinforce
that behaviour or by analysis come up with action
tc improve another area. .

=

©Copyright 1981 Decision Processes Inlernational
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Summary
The questions of PROBLEM ANALYSIS are:

oWhat is the deviation?

e What/Where/When and How Much /s the problem?
oWhat/Where/When and How Much Is nof iho problem?
eWhat Is difiorent between the problem area and the non-prob!em area?
: eVWhat changes have occurrad In thase differences?
: °oWhat are the possible causes?
e How do they test against our description of lh_o problem?
eWhich is the most probable causa?
. . eHow was it verified?

e\What aclion is recommended? .

L , o

©Copyright 1381 Doclislon Processes International
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DECISION ANALYSIS

Let us now situate oursclves mentally In the present.

§

Presant

After we have explored the past to Identify the cause of the problem, it is then necsssary lo choose the
appropriate course of action to address that problem. This next step in decision-inaking Is known as
DECISION ANALYSIS. The overall objective in this processis to take several aliemalives and choose tha best

one. The following Is the logic path of DECISION ANALYSIS.

The first stepin the processis toestablisha decision
obfective or a decision slatemant.

In order to evaluate alternatives, we need to com-
pare against something. ¥e need to forrmulala
certain selecticn criteria against which we will
test our alternatives. '

The next step I3 tc compare aiternatives. We now
want to screen the alterralives through our seiec-
tion crileria end eliminate tha aliernatives that
don't give us salisfaciory performance. From
this step we have reduced the number of alierna-
tives.

It iz important now to evaluate the risks that are
allachzd to each of thess remaining allernatives.

The final step of decision analysis iz making the
best balanced choice. This involves reviewing the
degree of risk in each allernalive and judging
whether or not we are prepared to take that risk.
The best balanced choice is the aliernative that
performs the best against cur selection criteria,
together with the amount of risk that we are wiiiing’/

?-'".:! ....' ':'.I‘.':{;‘-" ' f‘-.".' -.".':_‘.. A T
\ : to accepl.
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Decision Objective

There are three elements of the decision objective or the decision statement that we should keep inmind. The
first element is the purposs. A decision statement should be formulated in terms that represeats the purpose
of what the analysis is about. It shou!d represent an end rosull.

From time to time we may insert in our decision stalement a word which restricts the range of aiternatives that
will be avaitable to us. These words are calied modifiers. Without modifiers the range of allernalives would be
broader. However, by a:iding a modifier we restrict our range of alternalives. Itisimportant tomake sure when
we formulate decision statements to examine them for modiliers to ensure that we do in fact want toinciude

them. =

The third element to consider about the decision objective or decision statement is the leval of the decision.
Most decisions stem from prior decisions. The higher the level of our decision the greater the range of
alternatives available to us. The lower the level, the more restricted Is the range of alternalives. The leve/ at
which we start our decision dramaltically changes the class of aliernatives that we end up comparing. It
enables us to compare similiar classes of allernatives so that we compare apples lo apples and not apples to

oranges.

Selection Criteria
The second slep in tha logic path of DECISION ANALYSIS is lo establish some criteria for selecting the best
alternative. To generate elfective seleclion criteria, we must ask four questions:

e What results do we want to achieve?

o. What resulls do we want to avoid?

e What resources are available to spend?
¢ What resources do we want to préserva?

Once we have a list of selection criteria, we examine them to determine those criteria which are absolutely
mandatory to the success of our decision. We classify our criteria inlo those that mus! absolutely be mel and
those that we want to achieve — thal are desirable but not mandatory. The first criteria we list are the musts
—those that are imperative and must be met by all available alternatives. - - z

Then we (ake a look at the desirabie criteria, or the wants and weigh them in order ofimportance. By looking at
our desirable criteria, we identify the one thatis the mostimportant to us 2nd give itaweight of 10. With thatas
the benchmark we weigh the others on a scale of 10 to 1, according te their relative imporiance.

Compare Alternatives ' i

The next step in the process of Dacision Analysis is the step of comparing the alternatives. We now filter the
allarnatives through the selection criteria and eliminate the allernatives that don’t measure up. Because we
have classilind our criteria into musts and wants, the first filleris to screen the allernatives against the musl(s.

Since we | - ve sel specilic limits on these musts, we need to gather information about each alternative l:J see

hov well ii neets these. By comparing the information (hat's available about each allernative against each

musls, we . -nthen make a go...no go decision. “Go" meaning thatthe alternalive meels the limitsand "nogo”

maaning L1t the allernative does not meet the limits that we have determined o be non-negotiable. The

purpose of must criteria is to quickly screen out those allernalives thal viclate limits which we consider tobe -
non-negotiable...and to reduce our range of allernatives. ‘

. . . o A
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The next step Is then to compare the remaining alternatives agalnst the wants or the desirable criteria. Again
the technique is to get information about the alternative which tells us how well the aliernative performs
against each of our wants. We then use our judgment in assessing that information in order to score the
performance of each alt=rnative against each wanl. Using numbers {o reflect our judgment we give top score

. to the alternative that performs the best and we give a relative score to the next best parforming allernative and
so forth. We then proceed to do that against each wanl. By then multiplying the welght of the wanis by the
score of the alternative we get a weighied score. We repeat the procedure for each want. Adding the total of
these weighted scores gives us an index of performance. Thus the step of comparing alternatives involves
comparing our alternatives first against our musts... then scoring their performance against our wants and
eliminating those alternatives that give us poor performance. By now, we have narrowed our choice
down to 1, 2 or possibly 3 sjtarnatwes that perform substantiaily betier than the rest.

( Risk Evaluation .

- The next step in the Decision Analysis process is the step calied risk ova!uaffon Every alternative or every
course of action considered, brings with it certain risks. Therefore in the analysis of the alternatives itis very
important to evalualto the risks that are attached to each of these remalning aliernatives. The technigue is
simple. We take each alternative and ask: "What risks do we face it we go with this alternative 7" We lisi those
risks. We do this for each of the remalning alternatives.

The risks will be diffzrent for each alternative, becausa different alternatives bring different risks. However,

there are different degroes of risks. First we look at the degree of probabiiily that any of these risks will come

about. Using a scale of high, medium or low or a scale of 1 fo 10 we examine each risk and assess the .
prolnbmty of it occurring. The next element In delermining the degree of risk is to determins the dogree of

seriousness should it occur. If this risk occurs, what will be the impacton ourpart.cular decision ? Using the

same scale, we can then assess the dagrea of seriousness for earh risk. 3

‘Best Balanced Choice

The last step of Decision Anafysr*' is then makina the best balanced choice. This means reviewing the risk
thal is represented by the probability and seriousness. [f our comiort level is such that we are not wiliing to
undertake high risk, we would then have to choose an allernative which has atlached to it a degree of risk wilh
which we are comforiable. The best baianced choice becomes the alternalive that performs the best, or
reasonably well against aur selection criteria, together with the armount of risk that we are willing to accept.

5 Summary / :
The questions of DECISION ANALYS!S are:

e What Ia the purposa of thls decision?
"o What oo zhe musts and wanis?
e What are the altornatives?

¢ How do the alternatives measure up lo the musis and wanls?

e What are the risks? F
° What is the degree of risk?

¢ What Is the best balanced choicé:?

®©Copyright 1991 Declsion Processes Inlernations!
Revised 1385-1986 Al Righls Reserved
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Let us now sit

follows:

Success Statement

5

.

POTENTIAL PROBLEM ANALYSIS

uvate ourselves mentally in the future. Obviously, we want the future to be successful for us and
thus the need for POTENTIAL PROBLEM ANALYSIS. Thie logic path of Potential Problem Analysis is as

P =y

We identlify the ‘h?gh risk areas by examining the

The principle of PPA is to help us successfully
implement a chosen course of aclion. We begin
with a success slatement.

Our next step is to develop a plan and list the steps
of that plan in their chronological order. At this
stage it's important to identify the sieps thal are of
critical importance lo its success..

critical arcas of the pian for potential problems.
The amount of risk is then identified by looking at
the probability and sedousness of each potential
problem.

Prevention is next. We can take preventive actions
that are directed al the high probabiiily causes.
We try to anticipale the likely causes of each
polential problem together with the probability of
each: occurring. Preventive actions reduce the
probability ot & problem occurring and are taken
in anticipation of the problem happening.

If our preventive actions fail and the potential
problems materialize, then we need actions (o
protect us against the seriousness or effects of
that problem. These are called contingent actions
because they come into play after the problem has
started. Animportant element of a contingent action
is that it musl contain a trigger (o bring it into play.

The last step of Potential Problem Analysis is to
take our original plan and to modily it by inserting,
at the appropriate steps, the best selection of
preventive and contingen! actions. These should
reduce the potential risk to a level that is accep*

table. The maodified plan is the one implementedj

because it has a higher probability of succeeding
than the original one,

€Copyright 1981 Decision Processes Inlernational
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In POTENTIAL PROBLEM ANALYSIS, these are the questions which we ask:

e What.'wlll be considered “success” In this situation?
"© What are the steps of the plan?
© What are the high risks?
© What could cause these risks to occur?
® What preventive actiodﬁ can we taka?
© Whal contingent actions do we have?
¢ How will the plan be imodified 7
Potential Opportunity Analysis
The future, of ¢ “irse, notonly presents

OPPORTUNITY ANALYSIS.

(3

presents itself.

opportunity.

“Then we identify the high yield areas.

lies.

1

-

‘ us with potential problems, but also with potential opportunities. How
can we position curselves to capilafize on these opporiunities? Through the process of POTENTIAL

The first step of the Jogic path is the siluaiion that

The next step is to convert that situslion intc an

And the last step is to capitalize on those opportuni-

LA

©Copyright 1981 Dacision Processes International
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The Chinese word for “crisis"is made up of lwo characters: one represents danger, and the other opportunity.

We must be able to recognize these dangers, threats, obstacles or barriers facing us and turn them around into
opportunities. The question to ask is: “How can we benefit from this situation?”

The difficulty in Potential Opportunity An'a_li(sis is not usuaiiy alack of opportunities; rather the difficuity lies
in choosing which opportunily to pursue. In order lo do this, let'slook atasimple tool: that of the cost/benafil
ratio or, as it's somelimes called, the risk/reward ralio. By assigning a value to the costversus the bengfitofan
opportunity, we can direct our attention towards the opportunities that will produce the highest yield for us.
We use the scale of high, medium, low or i to 10 to assign values. High yield areas are those of low cost and
high benefit.. : 8

To capitalize on these opporiunities, we can now do two things: .
First, we need (o think of actions to trigger of ignite these opportunities. “What can we doto makeithappen?”

Second, once we have brought the opportunity about, how can we accelerate its benefits? Thus the need to
think of accelerator actions in order to optimize the rewards. - L

In exploring POTENTIAL OPPORTUNITY ANALYSIS, we ask the following questions:

© What opportunilies can we create from lﬁi; situalion?
e What is the cost/benefit ration of each? -
e How can we ignite these to occur?

. How can we oplimize the effects? .

5 - & 2

" yo -
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CREATIVE PROCESS |

A
& A

Creallve Process

R z
- : %

Present i

The CREATIVE PROCESS spaps the whole of our ogic map but usvally follows Situation Analysis. We have
. already encountered two types of thinking processes -~ CONVERGENT AND DIVERGENT. The former is
used to concentrale our thinking so that subsequent thoughts are the results of previdus analysis. It has
been used throughout PA, DA, and PPA. For example, the ANALYSIS step in PA leads directly from the
DESGRIPTION step and requires convergent thinking. Divergent thinking Is used fo broaden the field of
possibility and is not necessarily dependant on a previous thaught. We have also used this type of thinking
in PA, DA and PPA. For example, the HYPOTHESES and ACTION steps in PA. '

Many writers on creativity have emphasized divergent thinking at the expense of convergeht. thinking.
However recent sludias show that the evidence of creative producticn throughout the ages points to a
definite interplay between divergent and convergent thinking. It is necessary therefors to combine both
types of thinking to increase the probability of success in a given situaticrn.

The CREATIVE PROCESS uses both convergent and divergenl thinking, but unlike the rational processes,
divergent thinking forms the key element. Success using ti+: CREATIVE PROCESS therefore is dependent
on effective utilisation of divergent thinking, so let us spend some time looking more closely at divergent

thinking, or CREATIVITY. m

We can regard creafivity as the ability to have and express ideas which are new, dillerent, untried and
directed at changing or improving a certzin situation. Put simply, it is getling a new idea. Innovation, whilst
‘often used as a synonym for crealivily, is better regarded as not enly getting a new idea bul also making
that idea a reality in a specilic silualion. Innovation is both getting an idea and making that idea work inthe
real world. This is the aim of the CREATIVE PROCESS.
The source of creativily is the human brain, particularly that aspect referred to as “the mind”, but aiso
including those parts of the brain system that are below the corlex and deal with some of our instincts and
emolions. New understanding of brain function clearly establishes a dilierentiated role for the two
hemispheres. The lefl brain is far betler al performing logical, anaiytic and mathemalical (asks, particularly
huse involving linear and sequential processing. The right brain, in distinct contrasl, is much better at
non-verbal ideation, intuition, holistic and synthesising activities and tasks, particularly those involving
spalial, visual and simullaneous processing. In other words, the left brain is good at arithmetic, evaluating,

S

%
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planning, scheduling and organizing events, very precisely. The right brain is musical and artistic, sees the
“forest” instead of the “trees”, helps us drive cars and is very good at huncht . and inspirational flashes.
The evidence supporting this differentiation also points to a dominance of one hemisphere over the other,
This dominance is largely heredity bul influenced by eavironment. Unfortunately, in most socielies, em-
phasis is placed through educalion on excellence in left brain operations through examination, systems elc.
Only in very recent years has there been an allempt to promote right brain cperalions.

This emphasis on left brain operations is linked to the fact that verbalisation of thoughts (i.e. speech) is
controlled by the left brain which means that for the majority of people their aclual capacity for getting and
verbalising new ideas is held below their real potential. A "good" idea generated in the right brain may cften
be evaluated by the left brain and rejecled before verbalisation. Whilst getting & new idea is a vital elernent
within the CREATIVE PROCESS it is, however essential that the idea becomes a realily, Le. innovation
results. Thus the overali process is a whole brain activity and only in one key step is the right brain used

alone.

Jules Henri Poincaré, the French mathematician recognized as the most .
brilliant at the turn of the century, was responsible for developing the celestial
mechanics that we use today for directing ihe orbital motion of spacecralt and

. for docking satellites. When asked “what did he attribute his innovation 107" He
replied “1% inspiration and 99% hard work".

That 1% Is vital and we shall be examining ways to promote and develop our ability to vse right brain
thinking to become proficient in all aspects of information handling to become 2 rational and creative

manager.

-

The CREATIVE PROCESS has five steps. The overalt aim in this process is to take action to improve a
situation. We could be looking at the past, present or fulure but the emphasis is normally towards the
present and/or future. The situation being “subjected” to the CREATIVE PROCESS is normally expressedin .

the formn: “What action can be taken to improve situation X7

-

The rmost common application is in the present when facing a Decision Analysis when either no alternative
is available or when the allernalives available are poor or do not mect the MUST criteria.

For example:
. *What action can | take to imprové' the market share of our new product?”
. “How can | change existing production procedures and practices to meet the

new increased targets for next January?” .
“| am already understalied in my départment with the present workload. How

can | take on extra workload without increasing headcount or spending more than
my capital budget?” '

Let us look at each step of the crealive process.

=

®Copyright 1981 Decision Processes International
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( CREATIVE PATH

Preparation
Generation
Consolidation
Verification

Exploitation

e

B

The first part is gathering &nd organizing the infor-
mation associated with the situation being ad-
dressed. The se-ond part is the preparation of the
environment to make it conducive o the genera-
tion of new ideas.

This Is the step in which the ideas wiil be “created”™
- right brain step. It Involves ulilising a group
of pecple. ' '

The generation step will have created a large
number qf ideas. These ideas have to be harvested,
converied or reduced to a smalier number of
ciear, viable, “super” glternatives. ’

In this step, tha “super” alternatives are evaluated
and verified against the criteria and standards set
during the preparation step.

-

The implementation/action plan is forrmulated and
“subjected” to POA and PPA to maxiniise the resuit.

©Copyright 1981 Decision Processes International
Revised 1985-1986 All Rights Reserved
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THE IMPORTANCE OF TIME

The Many Meanings of Time
Misconceptions about Time

The Paradox of Time

Myths of Time Management

The Myth of Activity
The Myth of Decision Level
The Myth of Delayed Decisions _
The Myth of Delegation
The Myth of Efficiency
The Myth of Hard Work
The Myth of Omnipotence
The Myth of the Overworked Executive
The Myth of the “Open Door”
" The Myth of Problem Identification
The Myth of Timesaving
The Myth of Time Shortage
The Myth that Time Flies
The Myth that Time is Against Us

Time — the Critical Resource
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TIME PROFILE OF A PRESIDENT'S TEAM

RESIDENT—RESEARCH AND DEVELOPMENT
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RELATING MANAGERIAL AND OPERATIONAL
FUNCTIONS WITH MANAGEMENT LEVEL
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EXHIBIT 7

Date:
DAILY TIME LOG
Name:
Goals: (1) (2) (3)
(4) (5)- (6)

TIME ACTION PRIORITY | COMMENT/DISPOSITION/RESULTS
1=lmp & Urg Delepate'to D o
2=lmp — NOT | Train to handle.

Urg Next time ask his recommendation.
3=Urg - NOT | Next time say “No.”
Imp Consalidate/Eliminate/Cut Time
4=Routine Other
8:00
8:30
9:00
9:30

10:00

10:30

11:00

11:30

12:00

12:30




TIME ACTION PRIORITY COMMENT/DISPOSITION/RESULTS
1=lmp & Urg Delegateto
2=lmp — NOT | Train to handle.
Urg’ | Next time ask his recommendation.
3=Urg - NOT | Next time say “No."”
Imp Consolidate/Eliminate/Cut Time
4=Routine Other
1:00
1:30
2:00
2:30
3:00
3:30
4:00
4:30
5:00
5:30 )
Evening

OR. Alec Muackenzie, 1975
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Tel=phone Interruptions
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ORGANIZING
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From a sampling of managers in 14 countries:

oW —

Telephone Interruptions

Drop-in Visitors

Meetings (both scheduled and unscheduled)
Crises

Lack of Objectives, Priorities and Deadlines

— closely followed by another group of five time-thieves:

6.
7:
8.
9.
10.

Cluttered Desk and Personal Disorganization

Ineffective Delegation and Involvement in Routine and Detail
Attempting too Much at Once and Unrealistic Time Estimates
Lack of or Unclear Communication or Instruction
Inadequate, Inaccurate and Delayed Information

— depending upon the group, particular leadership styles and organization
characteristics, other timewasters often include:

|13
12.
I
14.
15.

Indecision and Procrastination
Confused Responsibility and Authority
Inability to Say “No”

Leaving Tasks Unfinished

Lack of Self~Discipline



TOOLS and TECHNIQUES for EFFECTIVE TIME MANAGEMENT
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Time Management Methods

TECHNIQUES FOR ANALYZING YOUR TIME LOG

The Sales Manager’s Own Analysis

Let us examine the sales manager’s own analysis of his time log.

to the 10 questions (A through 1) follow:

A.

(1)

(2)
(3)
(4)
(5)

(6)

Did setting daily goals and deadlines

improve your effectivencss?

(1) Why?

(2) Were goals and deadlines
demanding yet realistic?

(3) Which daily goals contributed
directly to long-range objectives?

(4) Which could have been delegated?

What time did you start on your

No. 1 goal?

(1) Could you have started carlier?

(2) Did anything distract you from
completing it?

(3) Did you recover immediately
(return at once to the task)?

His answers

Answer

YRS
Helped me focus on essentials.

Yes.

All.
None, really.

4:30

Yes

Yes, interrupted by TM, but late
start real cause.

No. Toe late.

To what extent did you achieve cach objective?

Goal % Completed Reason for Noncompletion

Finish management review 20 Late start. Interrupted. Too
little time.

Sales summary to boss 100 Had to get it done (boss).

Service report to boss 0 Boss ok'd delay.

Staff meeting 100 Routine.

Catch up on mail 0 Only able to stay even. Too
much to do.

Resolve Brown matter 0 Other things more imporiant.

What was your longest period of totally uninterrupted time excluding

mectings and lunch?

(1) Which period of the day was
most productive?

(2) Which was least productive?

(3) s this likely a normal pattern?

(4) 1If yes, how could you program
or pace your activities to take
advantage of it?

'3

About 30 min.

Early morning and late afternoon.
Fewer interruptions.

9:30 to 10:30 and 2:30 to 3:15
Yes. More or less.

Question not clear.



Where Time Goes

(5) How could you make other
periods of the day more -

productive? Don't know.
Who/what was your most frequent Boss and associates and team. But
interruptor? all necessary.
(1) What are the causes? Emergencies and other necessary

communicaltions.

(2) How can these be controlled,
minimized, eliminated? They are my job, so why eliminate?

In order of importance list all types of interruptions with which you must
contend, e.g., telephone, drop-in visitors, unscheduled meetings, unexpected
crises, mail, self-interruptions, visual distractions, noise, etc. List (wo or
three solutions for top three or four interruptions:

Interruptions Steps to Control
(1) Unexpec:=d crises (1) No real solution. Hazard of the
business.
(2) Unsched.led meetings (2) When boss calls 'em, vou go.
(3) Telephor= interruptions (3) Have secretary screen.
(4) Drop-in wisitors (4) We have an “Open door™ policy.

List the four —ost time-consuming activities which could have been handled
by someone ziz2 or not done al all. How will you handle these next time?

Activity How to Handle Next Time
(1) Distributz+ meetings (1) Delegate to assistant.
(3:30-4: . %)

(2) Staff me=zing (10:45-11:45) (2) Limit items on agenda and set time
limit on mecting.

(3) Unschedis2zd meeting (3) Give boss written summary. Let
(1:45-2:%72) him review first and either return
with questions or discuss more
briefly.
(4) Interruptions throughout day, (4) Better screening by secretary:
both drert-ins & phone. “quiet hour;” close door; visitors

by apptmt; regular meeting times
weekly with individual staff.

Did you tend =2 record “‘activities™
or “results’? Activitics.

Did a self-corr=cting tendency appear
as you recorde=Z vour aclions? Yes.

e
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Time Management Methods

J.  Of the solutions you have suggested on preceding page, which three will you
implement immediately?

(1) Save meeting time by delegating attendance, limiting agenda, setting
time limits, using memos instead.

(2) Control interruptions by coaching secrctury in better screening of
visitors and telephone interruptions.

(3) Implement “quiet hour” to concentrate on my own priority poals
for the day.
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