


























































































































































'1g 
P1 RALPH J. STEPHENSON PE PC 

EMPLOY THE POWER OF TRAINING - A multiplies his own 
knowledge skills when he th .. to others 
-------------------------------------------------------------

1. Unguided learning will occur, but it is random, 
inexact, and tends to encourage 
2. Good training usually results in good 
performance 
3. Good performance the manager more time 
to on his major - planning, 
scheduling, directing and controlling 
4. The need for good is ongoing irrespective 
of how good or bad times are 
5. The excellent will usually try to teach 
he knows to those who wish to 
6. The improvement cycle - insight. 
and improvement . 

is resistance to change, is 
its as a barrier to learning 

1.) Reasons for inertia 
for safety 

b.) for security 
c.) Concern for comfort 
d.) Doubts about 
e.) Old habits and attitudes 
f.) Dislike for schooling 
g.) Preoccupation with other problems 

2.) Overcoming inertia 
Use motivation to get going - habit to keep 

going 
b.) Motivation must be mainly furnished by 
supervision 
c.) Neutralizing 

(1.) Show that others similar to the subordinate 
benef i ted from 1 earning . 

(2.) Show that skills give more, not less, 
security through added employee value 
(3.) Acknowledge doubts as to or 

(4.) Criticize constructively eMpress 
willingness to tolerate 

d.) Show the employee that training will be truly 
relevant. that what h.e I can be used now, for 
his the company's benefit 
e.) Plan the training so the learner is rewarded 
with a quick and simple success experience 

b. Insights. key elements of a subject deal with 
the intellectual, the physical and the procedural 
requirements of learning 

1.) Intellectual insights - those that concern the 
whole concept of is to be learned 
2.) Physical insights - those concern getting 
the physical feel of the process - the touch, tone, 
heft and smell of the job 
3.) Procedural insights - those related to 
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sequenti~l dem~nds of the oper~tian 
c. Improvement - Acceler~ted le~rning g~ined by 
overcoming inertia, t~king initi~tiv., g~ining 
insights. Should be encourAged by 

1.) Applying leArned principAls through e~ercises 
2.) Stepping up chAllenges by increAsing the level 
of difficulty 
3.) AccelerAting the flow of learning ch~llenges 
until the rAte of improvement levels off (this m~y 
constitute ~ return to the inertiA plateAU ~nd 
signAl the need for ~ new progress cycle) 

7. The leArning curve 
a. As output or qu~ntity doubles there is ~ uniform X 
drop in the time needed to produce this output 
b. Some observed r~tes of leArning 

1.) M~chining - 90 to 95Y. 
2.) Short cycle bench ~ssembly - S5 to 90~ 
3.) EqUipment m~inten~nce - 75 to SOY. 

s. V~riou. types of teaching ~nd learning 
a. Tr~ining - is voc~tional ~nd procedur~l 
b. Educ~tion - teaches principles th~t can be 
univers~lly ~pplied 
c. Coaching - depends upon guided dialogue between 
te~cher ~nd le~rner 

9. The phases of a tr~ining program ~re pl~nning, 
instruction, ev~lu~tion 

a. PlAnning 
1.) Survey ~nd ~n~lyze needs 
2.) Identify ~nd ~n~lyze key learning need points 
3.) Select tr~ining methods 
4.) Prep~re the tr~ining outline 

b. Instruction 
1.) Capture interest and ~rous. initi~tive 
2.) Give insights 
3.) Acceler~te improvement 

C. EvalUAtion 
1.) Review progress 
2.) EVAlUAte results 
3.) Make plans to overcome the ne~t inerti~ pl~te~u 
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WORKING WELL WITH PEOPLE - the kay to multiplying your 
affectivenes. 
---------~--------------------------------------------------

A. Develop your confidence in other. - the good manager 
reaches his objective. through the work of other people in 
whom he has confidence. 

1. Learn about and understand the behavioral science. 
a. Basic sciences are 

1.) Anthropology (heredity) 
2.) Psychology (attitude. and feeling.) 
3.) Physiology (body characteristics) 
4.) Sociology (environmental and group influences 
and relations) 

b. The manager should start with the assumption 
that most people want to do a good Job 
c. Most also want to share in the success of a 
common affort 
d. The good manager learns to avoid people 
manipulation 

1.) Manipulation is excessive .anagement of 
other's faelings and emotions 
2.) Manipulation is often rooted in fear 
3.) Genuine interest and willingness to trust 
people i. an effective thought pattern that will 
help avoid manipulation 
4.) Don't play behavioral games with your 
employees 

e. Motivation ~ maintenance 
1.) Maslow'. ba.ic motivational priorities 

a.) Man want. to be alive and stay alive 
b.) He want. to feel safe and secure 
c.) He wants to socialize with other people 
d.) He wants to feel worthy and respected 
e.) He needs to do the work he likes 

2.) Motivational elements 
a.) Nature of work 
b.) Recognition of achievement 
c.) Utilized abilities 
d.) Challenging assignment. 
e.) Extended involvement and responsibility 
f.) Production of .omethinQ of worth 

3.) Motivation i. introduced into the work place 
by providing ganuinely .atisfying condition. that 
reflect the hairachy of human value. 
4.) Maintenance - tho.e job element. that do not 
in themselves motivate, but when miSSing, reduce 
the incentiva to produce 

a.) Pay and benefits 
b.) Securi ty 
c.) Working environment 
d.) Statu. 
~.) Social activity 

3.) Avoid managing by force 
a.) Force is primitive rather than scientific 
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b.) Force kills the qualities a good manager 
must encourage in his employee. 

U.) Conf i dence 
(2.) Spirit 
(3.) Self reliance 
(4.) Assurance 
(5.) Self sufficiency 

2. Know and understand the people you work with 
a. Elements important in knowing your prople better 

1.) Name, age, address 
2.) Employment record 
3.) Education 
4.) Military .ervice record 
5.) Family and dependents 
6.) Medical characteristics 
7.) Off job interests 

a.) Job related 
b.) Recreation, hobbies 
c.) Community 

S.) Personal beliefs 
9.) Personal habits 
10.)Life goals 

b. A good manager doe. not 
I.> Pry for fact. people don't want to reveal 
2.) Gossip about people 
3.) Reveal confidence. 

c. Knowing a person well is to become aware of him 
apart from the group . 
d. Knowing a person well can allow you to more 
properly place confidence in hi. 

3. EMpre •• your respect and confidence if actually 
de.erved 

a. Should be eMpressed publicly and privately 
b. Respect and confidence are reciprocal in a good 
working relation 
c. Qon't confuse being 'lik~d with being .respected 
d. The .minds of people perceive both what 
management says AND what they do 
e. The respected employee wants to be treated well 
and used well 

4. Communicate freely 
a. Within allowable boundaries keep people informed 
about 

I.> What is going on in the larger picture around 
them 
2.) What changes are planned 
3.> What objectives have been set for their 
functional activities 

b. Listen carefully to what your people are saying. 
Try to understand 

1.) The outward message 
2.) The feelings they are attempting to eMpress 
but don't or can't 

c. To watch out for in communications 
1.) Use discretion as to what should and should 
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not be conveyed to your people. Don't show off 
superior access to information. 
2.> Generally base your actions with people on 
what you actually know, rather than on what you 
think they may be thinking. 
3.) Your suggestions as a peer are considered 
conversation. your suggestions as a boss are 
generally regarded as an order. 

5. Provide people with challenging assignments 
a. To .~pect a lot from your staff or crew is to 
show respect for their abilities, initiative and 
perserverance 
b. Be firm but fair in assignment and in follow up. 
A boss does't have to be liked to be effective 
c. Usually challenging work is accompanied by a 
possibility of failure 
d. A challenging assignment should be doable 

6. Delegate important tasks frequently 
a. Don't try to make all decisions about every job 
by yourself 
b. Let your people accept new responsibilities and 
to make occ'asional mistak.s. that -s the way they 
will learn and improve 
c. Make it known that the more i~ortant jobs that 
you delegate are training assignments. You then 
retain control of the activity and can make 
comparitive critiques of performance without 
offense. 
d. Don't be frightened of losing your influence 
through delegation (pie theory). Constructive 
delegation is the path to greater influence and 
power. 
e. The delegation sequence 

1.) First, use guided actions. Be available to 
help the man do the new work 
2.) Second, show him how to do the job, and 
encourage him to further delegate, where 
appropriate, by having him train or coach his 
subordinates in the activity 
3.) Third, delegate the whole job and involve the 
subordinate in the early planning as well as the 
activity itself 

7. Study and understand the benefits and shortcomings 
of each subordinate's participation 

a. Hawthorne e~periment (1927)-encouraging workers 
to get things off their chest was proven to increase 
production 
b.IBM U950's)-job enlarge~ent broadenad divisions 
of labor. Improved quality, output and morale 
c. Harwood Manufacturing-controlled e~periments in 
employee participation produced i~ressiv. 
improvement. Measured by using three different 
methods'of conveying information about proposed 
operational revisions 
d. Te~as Instruments-emphasized use of goal 

a 
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oriented management rather than authority oriented 
management. Manager exerts most of his leadership in 
planning. Subordinates carry out the actual plan, 
control, do cycle. 
e. American Telegraph and Telephone-used job 
enrichment process focussing on the work itself. 
Encouraged employe. decisions on HOW the work was to 
b. done. Resulted in money savings, reduced turnover 
and improvement in staff utilization. 
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Basio Trait. 

In order to compare your personality with those of other individuals, it 
seems constructive to first inspect your own house - to compile a personal 
punch list of sorts. 

Need 
to self

actualize; 
to rind self

fulfillment; to 
maxiaize one's 

potential 

Need for beauty, order 
and symetry 

Need for information; to know, 
understand; to explore 

for se.lf-este_, respect, iJlportance, 
independence, to be competent, 

to gain approval and recognition 

Need for belongness and love; to affiliate; 
to be accepted 

Need to be safe, secure, out of danger 

Physiological needs: hunger, thirst, pain, etc. 

SELF-ACTUALIZERS 

Do you maximize your potential? 

On the basis of in-depth study, Maslow developed a list of characteristics 
most descriptive of those individuals who extract the most from their 
potential. In general a self-actualizing person: 
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1. 
2. 
3. 

4. 
5. 

6. 

7. 

8. 

9. 

10. 

11. 

12. 
13. 

14. 
15. 
16. 

~1 
Page 2 

seeks reality, but can tolerate uncertainty, 
accepts himself and others for what they are, 
acts in a spontaneous fashion, seldom worrying about what 
other people think, 
enjoys his own privacy, 
remains faithful to his own values and independent of 
others, 
appreciates the basic experiences of life around him, 
finding stimulation and pOleasure in repeating experiences 
that absorb him, 
establishes deep, satisfying, interpersonal·relationships 
with few, rather than many, people, 
believes every individual is worthy of respect, dignity, and 
esteem, 
creates more because he breaks away from convention, and 
seeks new relationships, • 
has a good sense of humor because he tends to see 
relationships that strike him as funny, 
makes decisions and accepts responsibility for these 
decisions, 
focuses on particular goals with little wasted effort, 
stays flexible; able to change his attitudes when he thinks 
it is appropriate, 
takes a stand on important issues, 
recognizes the effect he has on people, and 
possess ability to give and take. 

BEHAVIORS THAT LEAD TO SELF-ACTUALIZATION 

1. Experience life with full absorption and concentration. 
2. Attempt new approaches rather than sticking to secure and 

safe ways. Be creative. 
3. Give more weight to your own feelings in evaluating 

experiences, rather than to tradition or authority or the 
majority. 

4. Be honest with yourself and others. 
5. Assume responsibility for your decisions and actions. 
6. Try your best at whatever you decide to do. 
7. Try to recognize your problems and prejudices. Have the 

courage to change them. 

Tables 1 through 7 present a number of important characteristics 
excerpted from various psychological tests. These data should 
assist you in assessing your profile - your needs, values, 
interests, temperament, and abilities. Be honest, first and 
foremost, and be perceptive. Many people have difficulty in 
truly seeing the face in the mirror. Valid self-evaluation is 
very difficult, indeed, and fraught with pitfalls, because your 
self-concept reflects the qualities you see, not those seen by 
others. Not everyone can be a.Napoleon, nor would everyone wish 
to be. Nevertheless, most people presumably possess a reasonable 
degree of insight into understanding and honestly evaluating 
themselves. Rate yourself on an arbitrary scale of 0-5, 5 being 
the highest value. 



ABILITIES 

Self-Assessment 
Page 1 

What Are Your Strongest (and Weakest) Abilities? 

Artistic ability - drawing, designing, creating 

IuweriI'l 'tility - speed and accuracy 
work ng w th numbers 

in 

Math ability - solving math problems 

Scientific a~i1ity - doing e~eriments and 
understand ng scientific pr ncip1es1 reasoning 
e~~ective1y 

LangyA91 Ability - writing, speaking 

Prtnciples of me1h!nic1 - workinx with machines 
or tools, repa r ng things, an understanding 
the principles 

MOtor ability - ~orking with your hands 

Spatial ability - seeiny differences in size, fora, 
aDd shape, and visual zing their relationships 

Social 3bil~ - abi1it, to work with peop1e1 
consl ere congenial y others 

I 

~ing ability - helping others 1earnl instruct-
people to perform tasks and activ ties . 

Persgasiyl abflftX - able to talk easily with 
people; to n 1uence others; to sell 

Leadership abi lijY - 1eadinx grouf activities; 
ab1e to get th ngs starte and 0 act quickly 
when necessary 

C1eriyal ability - providing or collecting 
aat on, accurate record-keeping 

in for-

Sub -rota1s 

Tota1 Abilities: 

-------------------

Scale 

0 1 2 3 4 --.5. 
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Self-Assessment 
Page 2 

NEEDS 
How Strong Are your Personal Needs? 

AchieYement - the need to accomplish things well, 
to be successful in overcoming obstacles 

DefgUOg. - the need to follow; to have a leader 

order - the need to be neat and orderly, to have 
plans 

lXbib1tiyD - the need to attract attention, to 
be not ced 

Autonomy - the need to be independent, to defy 
authori~y, to come and go freely 

Affi~atiQO - the need to form friendships, 
o groups, to participate with others 

to 

IDtra!pegliQO - the need to be imaginative, 
sub ect ve, analytical 

Succoranci - the need to get help, to be dependent 

noa.tganc. - the need to dominate or control 
o ers; to lead, to organize 

Aba::r'Dt - the need to apologize, to 
pun sbment and guilt 

accept 

NUrturang, - the need to help others, to empathize 

Cb~1 - the need to avoid routine, to be 
volved with innovation 

Endurang. - the need to work hard, to persevere 

Heterosexuatitl - the need for relationships with 
the oppos te sex 

A~e!,ion - the need to express 
ee ngs, to punish 

aggressive 

Sub Totals 

Tota1 Personal Needs: 

Scale 

1) .j, 2 l 4 5 

, 
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TEMPERAMENT 
Wbat Are Those Temperamental Factors That 

Most (and Least) Describe You 

Geneitl activity: hurrying, vitality, production, 
eff clency 

easily versus: slow, deliberate, fatigued, 
inefficient 

Re.traint: serious-minded, persistent 
versus: carefree, impulsive, excitement-loving 

A.cen4ayce: leadership, speakinq in public, 
bluff nq 

versus: submissiveness, hesitation 

Sociability: haviny manI friends, seeking social 
contact., attract nq a tention 

versus: few friends and shyness 

Imotiyn!l !tability: evenness of moods, 
opt m st c, even-keeled, composure 

versus: fluctuation of moods! pessimism
l 

day-
dreaming, excitability, fee inqs of qu lt, worry 

Objectively: thick-Skinned! analI!ical 
versus: hypersensitive, se f-cen ered, suspicious 

lrien4liyesl: toleration of hostility, acceptance 
of dom nation respect for other. 

versus: hostilIty, resentmenti desire to dominate, 
aggressiveness and contempt or others 

Thoughtfulness: reflective, analytic of self and 
others, mental 5)9ise 

versus: interest in overt activity and mental 
disconcertedness 

persoyal ielation,: tolerance of others, faith in 
soc a nst tut ons and authority 

versus: critical of institutions, suspicious, 
se1f-pitying 

Masculinirr: interest in masculine activities, 
bard-bo ed, inhibits emotional e~ression 

versus: interest in feminine aetivi ies and 
vocations, easily disgusted, 
expressive . 

fearful, emotionally 

Sub Totals 

Tota1 Temperament: 

Scale 

0 1 2 3 4 § 

. 
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PERSONAL VAWIS 
What Values are Most (and Least) Important to You? 

Tbeoretiiat - values truth in the PhilOso~hical 
8C ent f c sense; intellect; and the ra ional, 
a.pirical approach 

Econo.ic - values the pragmatic 
and material wealth 

and useful; money 

Esthetic - values the artistic, both in form and 
grace 

S~l - values social considerations and 
teractions 

Political - values power, prestiqe, the 
opportunity to influence 

B.llg1gYI - values the reliqious aspects of the 
world 

Sub Totals 

Total Personal Values: 

Scale 

0 1 2 3 4 5 

I 
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Page 5 

JOB VALDES 
Which Work Values Do You Prefer (or Reject)? 

Good salary - being paid well 

presti~e - having a job that offers 
of s atus and respect 

a great deal 

Job security - having a steady job 

Bi~Chieyement - being able to do thinys of 
rtance or to succeed on a challeng ng job 

Boutine actiyiiY - work that is uncomplicated, 
organIzed an repetitive 

variety - diversion - having the chance to do 
.any and different things 

~ilitl - havin~ the opportunity to use your 
g na ion and 0 be inventive 

wo~nI with Jour miyd - work that offers 
ii(lectua stlmu ation and allows use of 

your mental capabilities 

Independence - work that allows freedom to follow 
your own convictions with minimum supervision 

Worlf£9 wi~ pegpte - working in close contact 
w peop e, e ng able to assist others 

Leadersbip - being responsible for directin~ the 
work of subordinates, making decisions af ecting 
others 

PhysiCOl activity - work that calls for physical 
strength 

wor!runder supervision - working under the 
d ection of others 

Work yith ~r hants - a job where you can use 
your han , mach nes, or tools to make or 
repair things 

Sub ~otals 

Total Job Values: 

Scale 

0 1 2 1 4 5 



Self-Assessment 
Page 6 

BASIC INTERESTS 
What Are Your Basic Interests? 

Bealistic ~eme - prefer to work with machines, 
tools, t ngs instead of people; rugged outdoors 
work 

conventional th.,. - interested in highly 
structured act vities;· being a follower 

Enterprising iheme - prefer to dominate, to 
espec ally n the business sense 

lead, 

Int£stigatiye thtmr - enloy scientific activities, 
e a stract, n ellec ual 

Artistic them' - likes to work in artistic 
sett ngs; self-expression 

Social theme - rrefer work conducive 
people, socia ly responsive 

to helping 

Sub Totals 

Total Basic Interests: 

Scale 

-6 i 2 3 4 5 
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Page 7 

JOB PREFERENCES 
In What Job situations Would You Rather Work? 

Outdoor 

Mechanical 

Computational 

Scientific 

Persuasive 

Artistic 

Literary 

Musical 

Social service 

Clerical 

SUb Totals 

Total Job Preferences: 

&YMMARY 

Abilities: 
Personal Needs: 
Temperament: 
Personal Values: 
Job Values: 
Basic Interests: 
Job Preferences: 

Scale 

0 1 2 3 4 5 

. 
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HOW TO SPRING THE TIME TRAP 
From R. Alec M.ckenzie'. book The Time Tr.p 
-------------------------------------------

A. 

B. 

C. 

D. 

E. 

WAST 

\OLUTIONS 

k of planning 
1. Fai\ure to .ee the b.nefit 

•• ~.cognize that planning take. 
time but .ave. time in the end 

2. Action orient.tion 
a. Emphasize re.ults, not activity 

3. Succe •• without it 
•• Recognize that succes. i. often in spite of, not 
because of, methods 

Lack of priori tie. 
1. L.ck of goals and objective. 

a. Write out goal. and objective. 
b. Discus. priori tie. with subordinate. 

Overcommitment 
1. Wide .pan of interest. 

•• Say no! 
2. Confu.ion in priori tie. 

a. Put first things fir.t 
3. F.ilure to set priori tie. 

a. Develop a person.l philosophy of tim. 
b. Relate priori tie. to • schedule of .vent. 

Management by crisis 
1. Lack of planning 

a. Apply the same solution •• for lack of planning 
(.e. A. abov.' 

2. Unreali.tic time estimate. 
a. Allow more time 
b. Allow for interruptions 

3. Problem ori.ntation 
a. Be opportunity oriented 

4. Reluctance of &ubordiantes to break bad n.ws 
•• Encourage fast transmission of information •• 
•••• nti.l for timely corrective action 

H.ste 
1. Imp.tienc. with detail 

a. T.ke tim. to get it right. Save the time to do 
it over .gain 

2. Responding to the urgent 
a. Di.tinguish between the urgent and the important 

3. Lack of planning ahead 
a. Take time to plan. I~ r.pays it.elf many time. 
over 

4. Att.mpting too much in too little time 
a. Att.mpt less 
b. Delegate more 

F. Paperwork and reading 
1. Knowledge explosion 

~.17 
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A. ReAd selectively 
b. LeArn speed reAding 

2. Computerities 
A. Manage computer dAtA by exception 

3. FAilure to screen 
A. Remember PAreto's lAW 
b. DelegAte reAding to subordinAtes 

G. Routine And triviA ' 
1. LACk of priorities 

A. Set And concentrAte upon gOAls And objectives 
b. DelegAte non essentiAls 

2. Oversurveillance of subordinAtes 
A. DelegAte. then give subordinAtes their heAd 
b. Look to results, not detAils or methods 

3. Refusal to delegate. feeling of greAter security 
dealing with operAting detail 
a. Recognize thAt without delegation it is 
impossible to get anything done through others 

H. Visitors 
1. Enjoyment of SOCiAlizing 

a. Do it el.ewhere 
b. Meet visitors outside 
c. Suggest lunch if necessary 
d. Hold stand up conferences 

2. Inability to say no 
a. Screen 
b. SAY no 
c. Be unavailable 
d. Modify your open door policy 

I. Telephone 
1. Lack of self discipline 

a. Screen and group calls 
b. Be brief 

2. Desire to be- informed and involved 
A. StAY uninvolved with All but essentials 
b. Manage by e)(ception 

J. Meetings 
1. FeAr of responsibility for decisions 

a. Make decisions without meetings 
2. Indecision 

a. Make decisions even when some facts are missing 
3. Overcommunication 

a. Discourage unnecessary meetings 
b. Convene only those people needed for matters at 
hand 

4. Poor leadership 
a. Use agendas 
b. Stick to the subject 
c. Prepare and distribute concise minute. as soon 
as possible after the meeting 

K. Indecision 
1. Lack of confidence in the facts 

a. Improve fact finding 
b. ImprOVe validating procedures 

2. Insistence on all the facts - paralysis of anAlysiS 
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A. Accept risks as inevitable 
b. Decide without all the facts 

3. Fear of the consequences of a mistake 
a. Delegate the right to be wron9 
b. Use mistakes as A learning process 

4. Lack of a rational decision-makin9 process 
a. Get facts • 
b. Set goals and objectives 
c. Check alternatives 
d. Check negative consequences 
e. Make decision 
f. Implement decision 

L. Lack of delegation 
1. Fear of subordinates' inadequacy 

a. Train 
b. Allow mistakes 
c. ReplAce if necessary 

2. Fear of sUbordinates'competence 
a. Delegate fully, but within the subordinate's 

compentence 
b. Give credit 
c. Insure corporate growth to maintain challenge 

3. Work overload on subordinates 
a. Balance workloads 
b. Staff up 
c. Reorder priorities 

tim trp, ho2S2, dtS6 
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IDENTIFY VITAL TARGETS - Which inputs and outputs most 
affect the results, the conditions. and the performance the 
manager wishes to achieve? 

A. Rarely is more than one problem out of four worth other 
than a manager's fleetlng glance. 

9. The good manager must quickly ldentifJ where ht. efforts 
are going to do the most good. 

C. Must understand Pareto's law. Run samples of Pareto's 
principles. 

D. Fewer than one third of the people a manager supervises 
require more than two thirds of his time. (Review this for 
accuracy) 

E. Managerial misteps resulting from not understanding the 
vital target concept include: 

1. Following prejudices 
2. Sticking with pat systems 
3. Doing what is easiest 
4. Playing hunches 

F. Picking the vital few 

1. To do li sts 
2. Setting priorities 
3. Rating systems 
4. Critical tasks in network models 

G. Moving from a situational view to the vital few. (change 
in perceptive scale.) 

H. What to do'with the trivial many 

1. Delegate 
Defer (how long?) 

vit tgt,d156, ho 233 
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