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1.

OVERVIEW

As business is becoming increasingly competitive, it is essential that a framework of standards,
competencies and commitment that enables you to stand above the rest be established to
achieve sustainability and consistent growth.

The Progressive Business Forum (PBF) recognises that economic growth is dependent on a
vibrant and effective business community that is able to compete, deliver and ensure quality.
Business success will only be achieved through hard work, capable managers and the right
attitude: an attitude that recognises that achievement cannot be handed over on a silver tray;
it has to be earned.

The role of the business sector is so important for our country. The fight against poverty, the
achievement of sustained economic growth and ensuring a winning nation is largely dependent
on the success of our business community. And in this, the ANC specifically recognises the
role that the small, medium and micro enterprise (SMME) sector has to play, and the work that
still needs to be done to invigorate and further develop it.

To this end, the ANC PBF places a high premium on training and skills development. It has
therefore includedaspart of its offering to the part.i
component, which contributes towards exposing its participants to expertise and industry best
practice. Through the Progressive Business Leader Training, it also helps equip business
leaders with the necessary knowledge to ensure that the best is achieved for their business,
and through their success, also their workers and our nation.

At the core of the ANC PBFO&s -agepehdernce of the baisimess
community, the workers, civil society and government. The primary objective, of creating
wealth for shareholders, cannot be achieved without a concomitant improvement in the
working conditions of the workers that help produce that wealth, and the broader community
whose consumption is required and must be stable in order to achieve sustainability and
growth.

A Progressive Business Leader must and does understand this!

Daryl Swanepoel i PBF Convener

Authors: Lesley Coetzee
Jan Coetzee

Reviewed: April 2014
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2. EMPOWERED LEADERS AND STRENGTHENED MANAGEMENT
2.1 VALUES, ATTITUDE AND BELIEFS

211 1t 6s al | about Attitude

An attitude is a hypothetical construct that represents an individual's degree of like or dislike
for an item. Attitudes are generally positive or negative views of a person, place, thing, or
event- this is often referred to as the attitude object.

People can also be conflicted or ambivalent toward an object, meaning that they
simultaneously possess both positive and negative attitudes toward the item in question.

Most attitudes are the result of either direct experience or observational learning from the
environment.

Take a few moments to ponder the following:

ATTITUDES
are contagious
What does
yours look like?

Some truths about attitude:

't is the A &odrtraersedves. mano o
Its roots are inward but its fruit is outward

It is our best friend or our worst enemy.

It is more honest and more consistent than our words.
It is an outward look based on past experiences.

It is a thing which draws people to us or repels them.

It is never content until it is expressed.

It is the librarian of our past.

It is the speaker of our present.

It is the prophet of our future.

T > I I I I I I I D
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Why is attitude important?
The correct attitude is important because:

It determines our approach to life

It determines our relationship with people

It is often the only difference between success and failure

Our attitude at the beginning of the task will affect its outcome more than anything else.
It can turn our problems into achievements/success

It can give us an uncommonly positive perspective.

68% customers quit buying from companies because of bad attitude!

o I I I I I D

Sometimes, the attitude can be masked outwardly and others who see us are fooled. But
usually, the cover-ups will not last long.

There is that constant struggle as the attitude tries to wiggle its way out. Attitude can be
contagious. Have you noticed what happens to a group of people when one person, by his
expression, reveals a negative attitude? Have you noticed the lift you receive whenafr i end 6 s
facial expression shows love and acceptance? It would be impossible to estimate the number

of jobs which have been lost, the number of promotions missed, the number of sales hot made,

and the number of relationships ruined by poor attitudes.

Almost daily we witness jobs that are held, hated relationships that are tolerated all because
people are waiting for others, or the world to change, instead of realising that they are
responsible for their behaviour.

It is impossible for us to tailor-make all situations to fit our lives perfectly, But it is
possible to tailor-make our attitudes to fit!

Reflect

%ﬂ Which of one of the following best describe you?

m'ﬁ 1. AMake the world go awayo
2. AfRaindrops keep falling on my hea
3. Al did it my wayo
4, AOh, what a beéautiful mor ning

The words you speak about yourself and your circumstances can literally change things. If

you get up in the morning and say, AfToday is g
seem so bad. But i f you get , uhennagatie tisingsseemi T o d a |
really bad, and good things seem bad too.

That is the power of the thoughts of success. Your words become labels that you apply to
your thoughts.

Over the next 7 days make a note when you think negative thoughts and try to make
them positive thoughts and see what happens.

EMPOWERED LEADERS ARESGTHENED MANAGEMENT -




The words you speak about yourself and your circumstances can change things: they can
make the difference between success and defeat.

Words determine your attitude. héfosucdess ofi pr o g r
defeat. Little by little you can change things in your life, which will change your future.
Positive words can turn you in another direction.

We cannot change the past, but we can do much about the future. People are always
waiting and hoping that someone else will come along and do something to improve their
lives. These people will be waiting in vain. But people who decide to act and tackle their
problems will achieve success.

There are two types of people: The dreamers and the doers. Most of us feel frustrated
about the situation we find ourselves in, but do not do anything to improve our lives.

We may not be able to control the things that happen to us, but we have a choice in how
we deal with them.

It is always quite easy to tell other people what they should do to solve their problems, but
when it comes to our problems, it is not that easy.

When you blame someone else for your failures, you are not taking responsibility for your

own choices. lItis very easy to blame someone else for your mistakes. Unfortunately this
wondédt help you solve your own probl ems.

Activity 1

AList 5 of the values and attitudes you hold dear and describe how they
impact on your behaviour at home and at work

Values Impact they have

EMPOWERED LEADERS AND STRENGTHENED MANAGEMENT -



10.

2.1.2 Align Personal and Organisational values and beliefs (5P 0 s

We have seen that our values determine the choices we make and affect the way we behave
at home and at work.

Our values and beliefs form the foundation for the rules or norms we live by. These rules are

accepted or rejected according to our values and ultimately this manifests as attitudes and
related behaviours.

Reflect
;‘ AThe influenti al phil osopher, John
f organi sational conduct to conform t
| says. fiWe cannot and must not exf

representatives acting in their official capacities, to be honest, courageous,
considerate, sympathetic, or to have any kind of moral integrity. Such concepts
are not in the vocabulary, so to spce

1 Do you agree with this statement?

1 How do we reconcile this view with the requirements of accountability of
corporate leadership?

liCan a Corporation Have a Conscience?0

EMPOWERED LEADERS AND STRENGTHENED MANAGEMENT -




According to Smit and Cronje? (2002) value alignment influences attitudes and can have a
major impact on organisational factors such as productivity, staff turnover and absenteeism.

In order to have motivated stafff wh o buy in to the companyds missi

and personal values need to be closely aligned
overlap with those of the organisation, the more committed they will be.

Two very astute writers and management custodians, Kenneth Blanchard (Co-author of i T h e
One Minut e) Mamdgharoman Vi nceTnhte PReoaweer (0Afu tPhposri toifv
compiled an excellent publication calledi The Poweal oMarkdadpeément A

The diagram and table below depict their view of how individual as well as organisational
values and belief systems should be aligned:

The interrelationship between the 5 Pb6s:

PURPOSE

PERSISTENCl=i=t=4:3044] ~ PRIDE

PATIENCE

INDIVIDUALS ORGANISATIONS

PURPOSE: | see myself as being an
ethically sound person. | let my
conscience be my guide. No matter
what happens, | am always able to face
the mirror, look myself straight in the
eye, and feel good about myself

PURPOSE: The mission of our organisation
is communicated from the top. Our
organisation is guided by the values, hopes,
and a vision that helps us to determine what
is acceptable and unacceptable behaviour.

2 Smit, P.J, Cronje, GJ de J. Management Principles. 2002. Juta & Co, Ltd
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PRIDE:I f eel good
need the acceptance of other people to
feel important. A balanced self-esteem
keeps my ego and my desire to be
accepted from influencing my decisions.

abo

PRIDE: We feel proud of ourselves and of
our organisation. We know that when we feel
this way, we can resist temptations to
behave unethically.

PATIENCE: | believe that things will
eventually work
everything to happen right now. | am at
peace with what comes my way!

out

PATIENCE: We believe that holding to our
ethical values will lead us to success in the
long term. This involves maintaining a
balance between obtaining results and
caring how we achieve these results.

PERSISTENCE: | stick to my purpose,
especially when it seems inconvenient
to do so! My behaviour is consistent with
my intentions. As Winston Churchill
sai d, AiNever give
Never, never, never, never- in nothing,
great or small, large or petty- never give
in, except to convictions of honour and
good sense! 0

PERSISTENCE: We have a commitment to
live by ethical principles. We are committed
to our commitment. We make sure our
actions are consistent with our purpose.

PERSPECTIVE: Itake time to enter
each day quietly in a mood of reflection.
This helps me to get myself focused and
allows me to listen to my inner self and
to see things more clearly

PERSPECTIVE: Our managers and
employees take time to pause and reflect,
take stock of where we are, evaluate where
we are going and determine how we are
going to get there.

Tracey Swanepoel, founder of Squiggle, a strategic alignment consultancy, says? that although
values, in the form of mission and vision statements, are plastered on boardroom and reception
walls, those same "values" with all their potential to be the driving force of businesses, so often
appear to be nothing more than window dressing.

She suggests that business leaders ask themselves the following questions:

I What's the business case for each value?
1  What would the impact on the business be were you NOT to have that value?
1 What difference, in reality, does that value make to the bottom line?

EMPOWERED LEADERS AND STRENGTHENED MANAGEMENT



Once you have the answers to those questions, you need to prioritise the values according to
the business case, rationale, and their contribution to the business.

Swanepoel says that if "honesty" is a value, you need to determine and define what the
behaviours are that will show it "in action" for the executive, the supervisor and the shop floor
worker.

Activity 2

MDescribe the behaviours that will show
your workplace:

Value Workplace behaviour

Honesty

Respect

Punctuality

Excellence

Helping

Aligning o n e 6 s to gatues is about the discipline and consistency of daily actions which
set the tone and the culture over the longer term.

Swanepoel concludes her article by saying that leaders shouldn't take the easy way out
when it comes to values, If vile believe that they are critical components of how we run our
companies, let's take them seriously enough to integrate them into our companies'
engine roomso.

EMPOWERED LEADERS AND STRENGTHENED MANAGEMENT -
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2.1.3 Characteristics of Good Corporate Governance

Corporate governance is the set of processes, customs, policies, laws, and institutions
affecting the way a corporation (or company) is directed and is closely related to the issue of
values, ethics and morality in the way in which a company is run.

Corporate governance has become a priority in the aftermath of scandals such as Masterbond
and Fidentia, highlighting the consequences of accounting irregularities and a lack of
transparency, processes and controls within an organisation.

Corporate governance is concerned with fholding the balance between economic and social
goals and between individual and communal goals. The aim is to align as nearly as possible
the interests of individual organi sations and s

The characteristics of good corporate governance are:

1. Discipline

Corporate discipline is a commitment by a companyo6és senior manage
behaviour that is universally recognised and accepted to be correct and proper. This
encompasses a companydés awareness of, and c¢omn
good governance, particularly at senior management level.

2. Transparency

Transparency is the ease with which an outsider is able to make meaningful analysis of a
companyés actions, i t s e c o nfinamdiacaspkects pattmentdathata | s  a |
business.

This is a measure of how good management is at making necessary information available in a
candid, accurate and timely manner i not only the audit data but also general reports and
press releases. It reflects whether or not investors obtain a true picture of what is happening
inside the company.

3. Independence

Independence is the extent to which mechanisms have been put in place to minimise or avoid
potential conflicts of interest that may exist, such as dominance by a strong chief executive or
large shareowner. These mechanisms range from the composition of the board, to
appointments to committees of the board, and external parties such as the auditors. The
decisions made, and internal processes established, should be objective and not allow for
undue influences.

4. Accountability

Individuals or groups in a company, who make decisions and take actions on specific issues,
need to be accountable for their decisions and actions.

“King Il Report, 1994
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Mechanisms must exist and be effective to allow for accountability. These provide investors
with the means to query and assess the actions of the board and its committees.

5. Responsibility

With regard to management, responsibility pertains to behaviour that allows for corrective
action and for penalising mismanagement. Responsible management would, when necessary,
put in place what it would take to set the company on the right path. While the board is
accountable to the company, it must act responsively to and with responsibility towards all
stakeholders of the company.

6. Fairness

The systems that exist within the company must be balanced in taking into account all those
that have an interest in the company and its future.

The rights of various groups have to be acknowledged and respected. For example, minority
shareholder interests must receive equal consideration to those of the dominant
shareholder(s).

7. Social responsibility

A well-managed company will be aware of, and respond to, social issues, placing a high priority
on ethical standards. A good corporate citizen is increasingly seen as one that is non-
discriminatory, non-exploitative, and responsible with regards to environmental and human
rights issues.

2.1.4 Benefits of Managing Ethics in the Workplace (Benefiting from Ethics)

The management of business ethics and company values have received increasing attention
with the recent spate of incidents of unethical and unlawful behaviour on the part of some high
profile executives in South Africa and abroad.

A great deal of attention is usually paid to the moral benefits of paying attention to business
ethics. However, there are also practical and rewarding aspects to the process of actively
managing ethics in the workplace.

These are the benefits t obedalsethepragice ofigadbusinesa 6 s

ethics makes the organisation a desirable one with which to do business and enhances the
community image of the organisation.

The following table® describes various benefits of managing ethics in the workplace:

5 Written by Carter McNamara and retrieved from:
http://www.managementhelp.org/ethics/ethxgde.htm
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Especially in matters such as improving
systems to reduce waste disposal,
improved social performance in the
communities in which companies operate 1
Attention to business ethics has achieved through community goodwill and
substantially improved society the promotion of worker-company
partnerships i which has led to a reduction
in crime in those communities and has
increased the security of company
installations and sites®.

We have seen that ethics programmes align
employee behaviours with those top priority
ethical values preferred by leaders of the
organisation. When employees feel strong
alignment between their values and those of
the organisation, they react with strong
motivation and performance.

Ethics programmes cultivate strong
teamwork and productivity

Wallace and Pekel’ explain that attention to
business ethics is critical during times of
fundamental change, as now faced by
business. In such times, values that were
previously taken for granted are strongly
questioned, and many are no longer
Ethics programmes help maintain a followed. Consequently, there is no clear
moral course in turbulent times moral compass to guide leaders through
complex dilemmas about what is wrong.
Attention to ethics in the workplace,
therefore, sensitises leaders and staff to
how they should act, providing them with a
strong moral compass in times of crises and
confusion.

A survey?® found that the more emotionally
Ethics programmes support employee healthy executives are, as measured on a
growth and meaning battery of tests, the more likely they are to
score high on ethics tests

6 According to a 2006 survey quoted in http://www.leader.co.za/printarticle.aspx?s=1&f=1&a=971

7 Quoted in. http://www.polity.org.za/polity/govdocs/policy/soe/policyframework06.htm

8 Quoted by Bennett, in his article "Unethical Behavior, Stress Appear Linked" (Wall Street Journal,
April 11, 1991, p. B1),
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Ethics programmes help ensure that
policies are legal and help avoid criminal
acts fof omissiono t
and convictions

An effective ethics programme should help
to detect, prevent, reduce and address
unethical and unlawful conduct, via
institutional systems, policies and
procedures®. Ethics programmes tend to
detect ethical issues and violations early on
so they can be reported or addressed.

Ethics programmes promote a strong
public image

The public see organisations which seem to
value people or the environment more than
profit as striving to operate with the utmost
of integrity and honour. A good example is
Nedbankos recent rec
Leading Green SA cor
the Ask Afrika 2009 Trust Barometer, and is
a further accolade which

enhances Ne d b a rstkodggreen
credentials.

Ethics programmes help manage values
associated with quality management,
strategic planning and diversity
management

Ethics programmes identify preferred values
and ensure that organisational behaviours
are aligned with those values. This includes
recording the values, developing policies
and procedures to align behaviours with
preferred values, and then training all staff
on the policies and procedures. This overall
effort is very useful for several other
programmes in the workplace that require
behaviours to be aligned with values,
including quality management, strategic
planning and diversity management. For
example, Total Quality Management places
high priority on certain operating values,
e.g. trust among stakeholders,
performance, reliability, measurement, and
feedback?®.

Lastly - and most importantly - formal
attention to ethics in the workplace is
the right thing to do

In South Africa, executives are guided by
the corporate governance requirements of
the King Reports.

2.1.5 Guidelines for Establishing Ethics Programmes in the Workplace'!

Organisations should establish ethics management programmes that can convey corporate

values.

WA Landman; retrieved from: www.sajbl.org.za/index.php/sajbl/article/view/6/7
10 Quoted in. http://www.polity.org.za/polity/govdocs/policy/soe/policyframework06.htm

11 Genfan and Kissane
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These programmes often use codes and policies to guide decisions and behaviour, and can
include extensive training and evaluating, depending on the organisation. They provide
guidance in ethical dilemmas, as they balance competing values and reconcile them.

The following guidelines can be used to establish an ethics programme:

Establish organisational rules to manage ethics

Schedule ongoing assessment of ethics requirements

Establish required operating values and behaviours

Align organisational behaviours with operating values

Develop awareness and sensitivity of ethical values

Integrate ethical guidelines into decision making

Structure mechanisms to resolving ethical dilemmas

Facilitate ongoing evaluation and updates to the programme

Help convince employees that attention to ethics is not just a knee-jerk reaction done to
get out of trouble or improve public image

= =4 8 -_a_8_a_-4a_°a_-°

It is necessary to develop guidelines for managing ethics as a programme in the workplace.
It must be recognised that the programmes are more process orientated than most
management practices.

Organisations are expected to make ethics decisions in groups, make decisions public as
appropriate, and integrate ethics management with other management.

2.1.5.1 Developing a Code of Ethical Conduct

Guidelines for personal ethical conduct

According to Kenneth Blanchard and Norman Vincent Peale, authors of The Power of Ethical
Management!?, there are three questions that you should ask when you are faced with an
ethical dilemma:

1. s it legal? In other words, have any criminal laws, civil laws or company policies been
violated?

2. Isit balanced? Is it fair to all parties concerned both in the short term, as well as the long
term? Is this a win-win situation for those directly as well as indirectly involved?

3. Isitright? Most of us know the difference between right and wrong, but when push comes
to shove, how does this decision make you feel about yourself? Are you proud of yourself
for making this decision?

12 Acknowledgement; Business Ethics-the foundation of effective leadership-Your Business i
Jun/July 2003
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Most of the time, whend eal i ng with f@Agreyo decisions, you
guestions as well:

1 Transparency - Do | mind others knowing what | have decided?
1 Effect - Who does my decision affect or hurt?
1 Fairness - Would my decision be considered fair by those affected?

Guidelines for ethical conduct in organisations

In the development of code of ethics, large organisations may consider an overall corporate
code and then a separate code to guide each programme or department. The following are
some guidelines in the development of codes of ethics:

Review values required by relevant laws and regulations

Identify which values produce the top three or four traits of a highly ethical and successful
product or service

Identify values to address current issues in the workplace

Identify any other values needed, based on finding during strategic planning

Consider any top ethical values that might be prized by stakeholders

Collect from the above steps, the top five to ten ethical values that reflect the priorities of
the organisation

= =4 —a -9 E |

Examples of ethical values might include:
T Trustworthiness: honesty, integrity, promise keeping, loyalty
1 Respect: autonomy, privacy, dignity, courtesy, tolerance, acceptance

1 Responsibility: accountability, pursuit of excellence
i Caring: compassion, consideration, giving, sharing, kindness, loving

9 Justice and fairness: procedural fairness, impatrtiality, consistency, equity, equality, due
process

1 Civic virtue and citizenship: law abiding, community service, protection of environment

There are numerous examples of codes of ethics, but organisations should preferably
generate their own codes rather than review examples from other organisations.

2.1.6 Implementing a Code of Ethical Conduct

An increasing number of companies have a code of business ethics (91% of FTSE 100
companies); however, only 55% of these companies provide training in the application of

their codes of ethics to their staff, notwithstanding the fact that 60% of these companies
include a clause requiring conformity to the
contracts of staff.
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Research conducted by the Institute of Business Ethics in 2004 and published in February
2005, found the following:

1 Companies currently rank safety and security as the most important ethical issue.
Concerns about the environment come second, and supply-chain issues are third.

The public rank executive pay and discrimination as the top two issues, with environmental
concerns coming in third.

Companies cited guidance of staff as their main reason for having a code of ethics.

45% of companies provide ethics training to all their staff. 64% of these companies include
ethics in their induction training.

Very few companies communicate their code in any active way to their stakeholders.
89% of companies surveyed have a mechanism for staff to raise questions concerning the
code. 49% have an advice line/ helpline/ hotline.

41% have used their codes in disciplinary procedures in the last three years

58% say they measure the effectiveness of their code by an audit or internal review.
63% of companies have revised their existing codes in the last two years in order to keep
policies up to date on the back of new issues.

=
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Simon Webley, research director at the Institute of Business Ethics and co-author of the
report, said:

ANExpecting a business ethics policy to havi
corporate behaviour, when no training is provided on how to deal with
et hi cal di | emmas, really does not make an

12 Steps to implementing a corporate ethics programme is highlighted and
discussed in the following table.

12 Steps to implementing a corporate ethics programme??

Make sure that the code is endorsed by the Chairman and

1. Endorsement CEO

Produce a strategy for integrating the code into the running

2. Integration of the business at the time that it is issued

Send the code to all employees in a readable and portable

3. Circulation o Lo
form and give it to all employees joining the company

Give all staff the personal opportunity to respond to the

content of the code. An employee should know how to react
if he or she is faced with a potential breach of the code or is
in doubt about a course of action involving an ethical choice

4. Personal Response

13 |nstitute Of Business Ethics: Code of Ethics; retrieved from www.compliance.co.za
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Have a procedure for managers and supervisors regularly
to state that they and their staff understand and apply the
provisions of the code and raise matters not covered by it.

5. Affirmation

Consider making adherence to the code obligatory by
including reference to it in all contracts of employment and
linking it with disciplinary procedures.

6. Contracts

7. Regular Review Have a procedure for regular review and updating the code

8. Enforcement Employees and others should be aware of the
consequences of breaching the code

Ask those responsible for company training programmes at

9. Training all levels to include issues raised by the code in their
programmes.

10. Translation See that the code is translated for use where English is not
the principal language

11. Distribution Make copies of the code available to business partners

(suppliers, customers etc.), and expect their compliance

Reproduce or insert a copy of the code in the Annual Report
12. Annual Report so that shareholders and a wider public know about the
company's position on ethical matters

A corporate code of conduct acts as a go-between in the many phases of the work relationship,
such as those that exist among employers, unions and labourers. i A cethidsesened
as a central guide to support day-to-day decision making at work.

It clarifies the cornerstones of an organisation- its mission, values and principles- helping
managers, employees and stakeholders understand how these cornerstones translate into

everyday decisions, B*ehaviours and actions.

14 Creating a Workable Company Code of Ethics-ERC books
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Activity 3

AExplain the implications of the code of conduct for all stakeholders in your

organisation.

2.1.7 Assessing your Managerial Effectiveness
Circle the number on the scale which best indicates how can you really feel.

within the firm

1 I 61 1 wait unti|l1|2]|3|4 |5 |Ireallylikechange
Most of my staff meetings are : :
2 about internal proceduresand |1 |2 3|4 |5 | spend much of my time talking
: to about customers
budgeting
lf there is a 112 Top _management should make
the first move
Il 611 wait for 112 Letbs get it do
I se_ek respor)5|plllt|es beyond 1123 5 | I fulfil my job description
my job description
How can | enhance revenue? -
6 Add value? 1(2|3|4 |5 |Istaywithin my budget plan
My people shou | carefully review my
7 N 11234 |5 :
the systemo subordinates work
8 | f IA havenot bl ola3la |5 !f Il havendt beg¢
candét do it it.
9 1611 take resp|l|2|3la|s Igsually make excuses for my
failures
10 |l wonot take Iy 5314151611 take risks
may fail
11 (Wedve got to d|1|2|3|4 |5 }’g:t canot turn t
| want to know what other
12 | departments are doing and 11234 |5 |Iprotect my own department
what their needs are
, Il 6l go beyond 1
13 | talk mainly to tho_se people 11234 |5 |chartto share information and
who are formally linked to me
resources
14 Leavemean_dmypeoplewho 11213la |5 I o_I |l cross depa
are formally linked to me the job done
| trulv trust only a few people | volunteer to share ideas and
15 y y peop 1]12|3|4 |5 |resources with people in other

departments
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SCORING:
To measure your effectiveness as a manager:
For the questions numbered 1, 2, 3, 4, 8, 10, 13, 14 and 15: simply add up the scores.

For the questions numbered 5, 6, 7, 9, 11 and 12: flip the scale that a response score of 1
becomes 5, 2 becomes 4, 4 becomes 2 and 5 becomes 1. And then add up the scores.

Assessment:
A Total score of 60 or more means you have the focus and mind set of an effective manager

If you score below 45, you have some work to do

Acknowledgements and recommended reading:

Genfan, H. 1987. Formalizing business ethics. Training and Development Journal
Kissane, D.E. 1990. Managing values: a systematic approach to business ethics.
Training and Development Journal

N

2.2 STRATEGIC MANAGEMENT I THE FOUNDATION FOR THE FUTURE

Having a clearly defined strategy is essential for any business wanting to be successful.
However, Kaplan and Norton® cite a study of 275 portfolio managers, who reported that the
ability to execute strategy was more important than the quality of the strategy itself.

They also quote a 1999 Fortune cover story of prominent CEO failures, which concluded that
the emphasis placed on strategy and vision created a mistaken belief that the right strategy
was all that was needed to succeed.

The Business Dictionary**def i nes strategic management as th
factors associated with customers and competitors (the external environment) and the
organisation itself (the internal environment) to provide the basis for rethinking the current
management practices in the organisation. Its objective is to achieve better alignment of

corporate policies and strategic priorities, of which the number one priority is always
profitability.

In order to implement strategy, leadership needs to plan carefully. Research has shown that
those organisations who engage in strategic planning outperform those who do not.

15 The Strategy-Focused Organization, p.1
16Retrieved from: http://www.businessdictionary.com/definition/strategic-management.htmi
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However, be careful not to think that just because one has a strategy, success will
automatically follow. As with any goal-s et t i ng and pl anni ng, one ac
decisions into action.

Strategic planning can be defined as ntand art
evaluatingcross-f uncti onal decisions that enable an org

Strategic planning is a process by which an organisation defines and clarifies its values and
mission, envisions the future organisation that it intends to be, and develops goals and action
steps to move it toward the envisioned future.

The diagram overleaf illustrates the whole process of strategic planning and management from
researching your market to realising optimum returns on your effort and investment:

Who are your What is your How will you Organise What returns can
Customers? Value = yourself to deliver it? = you expect
Proposition from your
to them? Efforts?
MARKETS VISION
SEGMENTS PRODUCTSEN AND
SERVIC] ) MISSION

1 1

Your

Defined Target . . Your Business Business Results
Differentiated / Einancial
e s vae Spueure
Proposition
FEEDBACK
Activity 4

AExplain how your business strategy assists in achieving your business objectives:
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AfLeaders everywhere no longer expres

ReﬂeCt they once did. When they speak candidly, it often sounds as if they feel trapped
3 in quicksand, unable to move forward easily. The methods and tools that helped
them succeed in the past no longer work. The challenges they face 8 such as

2% global competitiveness, health and environmental risks, or inadequate

infrastructure @ can no longer be solved by their organisations alone. And when
they try to reach beyond the boundaries of their own corporation, government
agency, or non-governmental organisation, there often is no clear pathway to
success.l n mul tinati onal corporations, f
American Express Chairman and CEO Kenneth Chenault. i Wh a t has
pace in the business world is an understanding of how the uncertainty of the
geopolitical environment h a s i mpact ed busi ness.
opportunities or make a profit often depends on unfamiliar and unpredictable
factors, such as the reputation of the company and its grasp of changing
trends. 16

How can you plan strategically in a constantly changing environment?

2.2.1 Measurement against Long- and Short-Term Objectives

You can't manage or improve what you can't measure. The success of your strategic plans
can only be determined by measuring the achievement of your objectives. Therefore, metrics
must be developed based on the priorities of the strategic plan, which provides the key
business drivers and criteria for metrics that business managers most desire to watch.

Processes are then designed to collect information relevant to these metrics and reduce the
data to numerical form for storage, display, and analysis.

Decision makers then examine the outcomes of various measured processes and strategies
and track the results to guide the company and provide feedback.

Long- and short-term objectives

The target may be short term (one year) or long term (five years). Targets help a business to
measure its success.

Once an organisation has developed its vision and mission statement, its next step is to
develop the specific objectives that are focused on achieving that mission. Objectives are the
specific measurable results of the initiative. An organisation's objectives offer specifics of how
much of what will be accomplished by when.

There are many good reasons to develop specific objectives for your organisation. They
include:

1 Developing objectives helps your organisation create specific and feasible ways in which
to carry out your mission

17The Megacommunity Manifesto by Mark Gerencser, Fernando Napolitano, and Reginald Van Lee
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Completed objectives can serve as a marker to show members of your organisation,
investors, and the greater community what your initiative has accomplished

Creating objectives helps your organisation set priorities for its goals

It helps individuals and work groups set guidelines and develop the task list of things that
need to be done

It re-emphasises your mission throughout the process of change, which helps keep
members of the organisation working towards the same long-term goals

Developing the list of objectives can serve as a completeness check, to make sure your
organisation is attacking the issue on all appropriate fronts

The best objectives have several characteristics in common. They are all S M.A.R.T. + C.:

They are specific. That is, they tell how much (e.g., 40 %) of what is to be achieved (e.g.,
what behaviour of whom or what outcome) by when (e.g., by 2010)

They are measurable. Information concerning the objective can be collected, detected,
or obtained from records (at least potentially).

They are achievable. Not only are the objectives themselves possible, it is likely that your
organisation will be able to implement them.

They are relevant to the mission. Your organisation has a clear understanding of how
these objectives fit in with the overall vision and mission of the group.

They are timed. Your organisation has developed a timeline (a portion of which is made
clear in the objectives) by which they will be achieved.

They are challenging. They stretch the group to set its aims on significant improvements
that are important to stakeholders.

For example, one of several objectives for a corporate social responsibility initiative to promote
care for older adults might be: "By 2015 (by when), to increase by 20% (how much) those
elders reporting that they are in daily contact with someone who cares about them (of what)."

There are three basic types of objectives. They are:

1.

Behavioural objectives: These objectives look at changing the behaviours of people
(what they are doing and saying) and the products (or results) of their behaviours. For
example, a business unit might develop an objective for having improved communication
among staff members (the behaviour) and of improved productivity (the result).

Organisation-wide outcome objectives: These are often the product or result of
behaviour change in many people. They are more focused on an organisational level
instead of an individual level. For example, implementing a Customer Relations
Management (CRM) programme throughout the organisation.

Process objectives: These are the objectives that provide the groundwork or
implementation necessary to achieve your other objectives. For example, the business
unit might adopt a comprehensive plan for improving customer relations. In this case,
adoption of the plan itself is the objective.

It's important to understand that these different types of objectives aren't mutually exclusive.
Most groups will develop objectives in all three categories. And all of the different types of
objectives should be used as intermediate markers of the organisation's progress.
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Examples of objectives would be:

To survive in the market

To break even (cover costs)

To improve company image

To have high level of motivation among employees

To maximise profits

To increase market share

To grow in size (sales, number of customers, number of employees)
To diversify and sell different products

To sell abroad

To make returns (dividends) for shareholders

BOooo~NoOh~wWNE

©

Activity 5

Awhat would be the objectives for:

A small new coffee shop

An established successful coffee shop
South African Airways

Your company?

= =4 —a -9

You may select from the list above and/or add your own:

New shop Estztra]lcl);hed SAA Your company
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Reflect
- Why do you think there might sometimes be a conflict in objectives between
! shareholders, employees and management?

How do you know how well your business is doing? Do you look at profit? Do you look at
your sales numbers? Do you measure growth?

Most businesses use monthly financial statements, which include sales revenues. Some
compare those monthly results to the plan and/or to the previous year's results. However,
you should also include more significant key performance indicators (KPIs) to track your
business growth and success.

These measures will keep you focused on your business goals by providing you with regular
indications of performance.

KPIs can be easily developed and monitored; however, each business needs to customise
the measurement process to their own business needs.

Here are some KPIs you can consider for your business:

T Number of orders in a day/week/month/year

T Number of estimates in a day/week/month/year

1 How long does it take for you to respond to customer queries: estimate turn-around times;
order processing; time from order placement to order delivery; responsiveness in handling
customer complaints; and so on?

1 How often do you hit your 'promise’ date (i.e. the date you promised to deliver the order to

your customer)? Analyse the 'misses": shipping dates you don't make. Are they with one

product line? Or with one customer or type of customer? Or with one employee?

What kind of employee turn-over rate do you have?

What kind of customer turn-over rate do you have?

Percentage of business your largest customer holds?

Sales by customer

Sales by customer by product

Sales by product

E I

These metrics would be in addition to your regular monthly financials.

Consider KPIs more of a daily or weekly measurement. Set up KPIs to help you see what is
going on in your business presently and to help you forecast the short term (this week, this
month, next month).

If you track some of these statistics daily you will begin to develop trend lines that will highlight
both the positives and negatives of your business growth. Once you start to collect the data, it
becomes much easier to see where the problem lies. If you are a manufacturer and you are
always late delivering to your largest customer, find out why.

Analyse your process. If you are a distributor and you are always late delivering a certain
product, find out why. Is your supplier always late? Do you need to carry more inventory of that
item? Or in both these examples, is it because your employee turn-over is particularly high in
the shipping department? Why is turn-over in shipping high? Are you hiring the right people?
Are you under-paying? Does your shipping supervisor have weak people skills?
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Developing good performance indicators will help you identify and solve issues quickly. Once
you have developed KPIs that are aligned with your business goals, and once you track your
performance regularly, you will be in a better position to manage your business.

— Activity 6

ADescribe how the achievement of business objectives is measured in your
company:

2.2.2 Developing High Performance Teams
Performance = Ability x Motivation x Resources

It stands to reason that if a strategy is only as good as its execution, the people who have to
execute it are of cardinal importance and your role as leader and motivator of those people
becomes paramount.

When Bear Bryant, a legendary American football coach, started as coach of the Giants, he

saidthefollowi ng: Al | acked confidence. | was surroun
big egos, and | was a little tentative in deal:.
needed to change to succeed. As asnésuhbb] el toid
their attitudes So they just kept on with thei

But things didnoét stay that way:

il & m jplaugh haad from Arkansas, but | have learned how to hold a team together
..... how to lift some men up, howtocalmdownot her s, until theydve go
t oget H &earBryant.

1 Teamwork is the ability to work together towards a common goal.

1 Teamwork is also the ability to direct individual accomplishment towards
organisational objectives

1 Teamwork is the fuel that allows common people to attain uncommon results.
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The six most important words: "l admit | made a mistake."
The five most important words: "You did a good job."
The four most important words: "What is your opinion?"
The three most important words: "If you please."

The two most important words: "Thank you,"

The one most important word: "We"

The least important word: "I"

- Author unknown -

We al |l know th
better description of ho w t
sayings quoted above.

e saying that there is n
0O get along in a team t

2.2.2.1 What is ateam?18

Firstly, we need to agree that teams and groups are not the same thing.

A group is a collection of people who do not share a common goal and do not work together
to achieve it. For example, a number of strangers travelling in a lift are a group and not a team.

A team can be defined as fia number of peopl e,
with the same general goals, who have the collective and coordinated skills necessary to carry
out their purpose or goal successfullyo.

il magine a soccer or rugby team t hat refuses
concentrates on getting all the glory and spends more time stabbing other players in the back

than doing what the team needs. What would hap|]
woul d 19 0seo0.

Imagine, too, a baseball team that assigned players to a different position every day. Consider
working in a company where one day you're an accountant, the next day a security guard,
another day, you're a salesperson. Chances are, with both the baseball team and company,
success would not come easy, if at all.

Like players on a strong baseball team or employees in a well-run company, team members
fill specific, defined roles. People fill these roles in many ways. Some might volunteer for
positions, some might be elected by the group, or even appointed by a manager.

Now | etbs define and clarify the difference bet
Aworkgroupi s a group that Ainteracts primarily to

to help each member perform wit20Workdrdugss doonot her
engage in collective work that needs joint effort to enhance performance.

18 \www.paradoxuk.com/research.htm
19 Gaenor Vaida, Sunday Times, April 18, 2004

20 Robbins, p 348
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A work team, on the other hand, consists of a group whose individual efforts result in a
performance that is greater than the sum of the individual inputs; a positive synergy that
creates the potential for an organisation to increase outputs with no increase in inputs.

Therefore, a team c ancostuctedipfernomehonaslinkeng nieshanism a |l |y
that integrates indi2liduals and organisationso

Dyer (1984) defined a team as having two or more people with a common goal, specific role
assignments, and interdependence.

Guzzo and Dicksonzz define a work team as:

Afémade up of individuals who see themsel ves

who are interdependent because of the tasks they perform as members of a group, who are
embedded in one or more larger social systems (e.g., community, organisation), and who
perform tasks that affect others (such as customersorco-wor ker s ) 0

Robbins2s war ns t hat Aimerely calling a group
performanceottamr make it a

Successful or high-performing teams share certain common characteristics and if
management hope to enhance organisational performance through the use of teams,
they will need to ensure that their teams actually do possess these characteristics.

T Mission

Effective teams have a clear mission and purpose. It may be a short-term objective (select a
vendor for a project) or a long, ambitious goal (find ways to improve customer satisfaction).
Regardless, teams need a defined, mutually agreed upon purpose and mission. Missions give
teams direction and purpose

T Commitment

Team members must be committed to the team's mission. Commitment develops as members
begin to personalise their involvement and take ownership for the team's success.
Commitment may come immediately for some team members, and it may take some time for
others. Team members must agree to some level of commitment.

T Norms/Ground Rules

Effective teams have explicit and appropriate ground rules and norms. One example might be,
"Team meetings will be held on Wednesday mornings from 9 to 10:30 a.m." or "Team members
agree to rotate roles from meeting to meeting." Ground rules provide teams with guidelines
and a common set of procedures by which to operate.

2! (Horvath, Callahan, Croswell & Mukri, 1996).
22 1996; (pp.308-309).

a
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T An Effective Process

Competent, goal-oriented teams agree on a process for success. Teams are unique, no two
work exactly alike. Regardless of the process a team embraces, team members must agree
on the process and understand their role. Teams should agree on a process by which to
function and make decisions.

A Interdependence

In a group, people operate independently from one another. One person's progress is not
affected by anyone else. Teams however, function interdependently. Every member's role and
work complements someone else, and individual progress hinges on the help and input of
others. Interdependence is based on valuing and using the skills, knowledge, abilities and
perspective of other team members. Effective teams function on the strength and skills of
all members.

As we said in the introduction, there is "no 'I' in the word "Team'." This is as true today as it has
ever been. Businesses have found that the key to successfully completing and accomplishing
projects is often through the development of teams.

Whereas in the past, teamwork was used only for special projects, now it is often the norm
(Castro, 1994). Teamwork has become an essential element for the success and survival of a
business.

According to Ray VLaferl a, a consultant ilbant
individuals are, when they come together
because it compensates for individual weaknesses and creates a master mind outside of the
indi v¥#dual . o

True collaboration, however, is a problem that plagues companies when trying to develop a
teamwork environment. It becomes a problem because, in the "real" world, individuality is
rewarded more often than team participation.

A The ideal team member

If you had the opportunity to start a new team and select anyone from your organisation to be
on it, who would you pick? Assuming that people have the right technical skills for the work to
be done, what other factors would you use to select your team members?

Teams need strong team players to perform well. But what defines such people?

A Demonstrates reliability

You can count on a reliable team member who gets work done and does his/her fair share to
work hard and meet commitments. He or she follows through on assignments. Consistency is

the key. You can count on him or her to deliver good performance all the time, not just some
of the time.

24 Quoted by Gaenor Vaida, Sunday Times, April 18, 2004

busi
t hey
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A Communicates constructively

Teams need people who speak up and express their thoughts and ideas clearly, directly,
honestly, and with respect for others and for the work of the team.

That's what it means to communicate constructively. Such a team member does not shy away
from making a point but makes it in the best way possible, i.e. in a positive, confident, and
respectful manner.

A Listens actively

Good listeners are essential for teams to function effectively. Teams need team players who
can absorb, understand, and consider ideas and points of view from other people without
debating and arguing every point. Such a team member also can receive criticism without
reacting defensively. Most important, for effective communication and problem solving, team
members need the discipline to listen first and speak second so that meaningful dialogue
results.

A Functions as an active participant

Good team players are active participants. They come prepared for team meetings and listen
and speak up in discussions. They're fully engaged in the work of the team and do not sit
passively on the sidelines. Team members who function as active participants take the initiative
to help make things happen, and they volunteer for assignments. Their whole approach is can-
do: "What contribution can | make to help the team achieve success?"

A Shares openly and willingly

Good team players share. They're willing to share information, knowledge, and experience.
They take the initiative to keep other team members informed. Much of the communication
within teams takes place informally. Beyond discussion at organised meetings, team members
need to feel comfortable talking with one another and passing along important news and
information day-to-day. Good team players are active in this informal sharing. They keep other
team members in the loop with information and expertise that helps get the job done and
prevents surprises.

A Cooperates and pitches in to help

Cooperation is the act of working with others and acting together to accomplish a job. Effective
team players work this way by second nature.

Team Bones
7 spend their time wishing
g po—_>tones someone else would do the work

who do all the talking but
little else .... ?

knock everything
that everyone else tried to do

getunderthe load ......
and do the work!!
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Reflect
%ﬂ 1 What kind of team bone are you?
[ 9 Think about your management team - what kinds of team bones are they,
2%, and how does that impact on the achievement of business objectives?

Managers must be able to develop ways for colleagues to grow and develop as a team; in
other words we need to | ook at ways of buil di ng

Guidelines for developing a high-performance team:
A Size of work teams:

The best work teams tend to be small. When the
constructively and agreeingonmuch.Lar ge number s of people usuall
cohesiveness, commitment, and mutual accountability necessary to achieve high
performance. & Restrict the number of people in a team to fewer than 12. If the team has

more than 12 members, consider breaking it up into sub-teams.

A Abilities of members:

To perform effectively a team requires a mix of skills: technical expertise, interpersonal
skills, i.e. people with good listening, feedback and conflict resolution skills and conceptual
skills, i.e. people with the problem-solving and decision-making skills to be able to identify
problems, generate alternatives, and make competent choices.

The right mix of skills is crucial. Too many members with technical skills could impede the
teambébs creativity, while too many with concept
sight of the reality of production targets.

ABut teams dondédt need to have all the compl eme
uncommon for one or more members to take responsibility to learn the skills in which the group
is deficient, thereby allowingt he team to reac¢th its full potent.i

A Allocate specific roles:

High-performing teams properly match people to various roles. Size up prospective members,
identify their strengths and weaknesses, and then assign them to positions or roles that
bestfitwi t h t heir skills and allow them to contrib

According to Robbins, although most people can perform in any of the roles if forced to,
most have two or three roles that they strongly prefer. Therefore managers need to understand
the strengths that each person brings to a team and, by matching individual preferences with
team role demands, increase the likelihood that team members will work well together.

25Robbins, p 352
26 Robbins, p 353
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A Have a commitment to a common purpose:

The team should have a clear vision, which should provide direction, momentum and guidance
at all times and under any conditions.

A Establish specific goals:

The vision must be broken up into specific, measurable and attainable goals (SMART
principle). Each member has to realise that everyone will be individually and jointly
responsi ble for achieving the teambs goal s.

A Leadership and structure:

Whil e goals define the teambés end targets, | ead
Everyone must know who is to do what, how schedules will be set, what skills need to be
developed, how the group will resolve conflicts, and how the group will make and modify

decisions.

A Accountability:

The members of successful teams are clear on what they are individually responsible for and

what they are jointly responsible for. They have no opportunity to hide in the group and cruise

along on the groupo6s fisfofco ratl )(ltksaherbfineysportaat tobes t hi ¢
able to identify individual contributions.

A Appropriate performance evaluation and reward systems:

The traditional individually oriented appraisal and reward system should be modified to reflect
team performance, in addition to evaluating and rewarding employees for their individual
contributions. This can be done by means of group-based appraisals, profit sharing, gain
sharing, small-group incentives, or any other system that will reinforce team effort and
commitment.

A High mutual trust:

High performance teams are characterised by high mutual trust. Members believe in the
integrity, character and ability of fellow members. However, as we all know, trust takes a long
time to build, can be easily destroyed and is hard to regain. We will see later what it takes to
build and maintain trust.

A Turn individuals into team players:

Many people are not inherently team players, but are loners, independent people who want to
be recognised for their individual efforts. The challenge of creating team players will be greatest
where group culture is highly individualistic (as opposedtot he concept )pdr
where the organisation has historically rewarded individual achievement and competitiveness
(e.g. head-hunted corporate stars). The challenge will be to the individual to learn to sublimate
his/her own personal goals for the good of the team.

ubu

=13

EMPOWERED LEADERSSMNRENGTHENED MANAGEMENT -



— Activity 7

AList 3 activities/tasks in your workplace that are best performed by
individuals and say why you think that is the case:

Activity/ task Reason

List 3 activities/tasks in your workplace that are best performed by teams and say why you
think that is the case:

Activity/ task Reason

_ Activity 8

Awrite a short paragraph of 2-3 lines on how you will foster a culture of
teamwork in your workplace under the following headings:

Build fun and shared experiences into the agenda

Celebrate group successes publicly

Promote a participative environment

Engender trust
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2.2.3 Conflict Management

o &
anacine )
CONFLICT ==
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The way in which you behave and manage conflict situations may suggest that barriers may
exist that can play a crucial role in the end result of the conflict situation. To follow, a few
statements to consider that relates to conflict:

Statement 1:
AWe are inclined to agree with comments and ci |

our perceptions of ourselveso.

An employee who is made to feel unpopular or difficult early in their career could be
predisposed to believing comments that reinforce this belief later in their career.
OR

A Manager/Supervisor who is made to feel they are popular with employees could be
predisposed to believing comments that reinforce consequences of becoming unpopular with
staff will retract from performing conflict resolution functions.

¢ Barrier:

Statement 2:
AFEAR OF CONFLICT has an impact on change and ¢

Subconsciously people often choose to stop making changes because of this fear of conflict,
or the consequences of Dbreaking out of their de

@ Barrier:

Statement 3:

AAvoid conflict and maintain your status of
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Barrier:

Secondary

ganiwhil e we don6ét address or go into a conflict
Statement 4 (Breaking the barrier):

ABy changing the way you think and behave can e
skills. o

ADVANTAGE: pave the way.

NADVANTAGE

Pave the way to positive transformation, change the way you think 7 you will then change the
way you behave.

2.2.4 Conflict Management Self - Assessment
Take the testl! - What's Your Conflict Management Style?

Instructions:

Listed below are 15 statements. Each strategy provides a possible strategy for dealing with a
conflict. Give each a numerical value.

(1 = Always, 2 = Very often, 3 = Sometimes, 4 = Not very often, 5 = Rarely.)

Don't answer as you think you should, answer as you actually behave.

__ a. | argue my case with peers, colleagues and co-workers to demonstrate the
merits of the position | take.

b. | try to reach compromises through negotiation.
| attempt to meet the expectation of others.

d. | seek to investigate issues with others in order to find solutions that are

mutually acceptable.

e I am firm in resolve when it comes to defending my side of the issue.
i | try to avoid being singled out, keeping conflict with others to myself.
0. | uphold my solutions to problems.

___h | compromise in order to reach solutions.
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i. | trade important information with others so that problems can be solved

together.

| avoid discussing my differences with others.

k. | try to accommodate the wishes of my peers and colleagues.

l. | seek to bring everyone's concerns out into the open in order to
resolve disputes in the best possible way.

m. | put forward middles positions in efforts to break deadlocks.
n. | accept the recommendations of colleagues, peers, and co-workers.
0. | avoid hard feelings by keeping my disagreements with others to myself.

Scoring: The 15 statements you just read are listed below under five categories. Each
category contains the letters of three statements. Record the number you placed next to each
statement. Calculate the total under each category.

Style Total

Competing/Forcing Shark a. e. g.

Collaborating Owl d. I. l.

Avoiding Turtle f. ] 0.

Accommodating Teddy Bear C. k. n.

Compromising Fox b. h. m.

Results:

My dominant style is (Your LOWEST score)
and my back-up style is (Your second Lowest score)

Conflict Management Styles explanation:
The Competing Shark

Sharks use a forcing or competing conflict management style

sharks are highly goal-oriented

Relationships take on a lower priority

Sharks do not hesitate to use aggressive behaviour to resolve conflicts

Sharks can be autocratic, authoritative, and uncooperative; threatening and intimidating
Sharks have a need to win; therefore others must lose, creating win-lose situations
Advantage: If the shark’s decision is correct, a better decision without compromise can
result

Disadvantage: May breed hostility and resentment toward the person using it
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Appropriate times to use a Shark style
- when conflict involves personal differences that are difficult to change

- when fostering intimate or supportive relationships is not critical

- when others are likely to take advantage of hon-competitive behaviour
- when conflict resolution is urgent; when decision is vital in crisis

- when unpopular decisions need to be implemented

The Avoiding Turtle

> >> > >

Turtles adopt an avoiding or withdrawing conflict management style

Turtles would rather hide and ignore conflict than resolve it; this leads them uncooperative
and unassertive

Turtles tend to give up personal goals and display passive behaviour creating lose-lose
situations

Advantage: may help to maintain relationships that would be hurt by conflict resolution
Disadvantage: Conflicts remain unresolved, overuse of the style leads to others walking
over them

Appropriate times to use a Turtle Style:

- when the stakes are not high or issue is trivial

- when confrontation will hurt a working relationship

- when there is little chance of satisfying your wants

- when disruption outweighs benefit of conflict resolution

- when gathering information is more important than an immediate decision

- when others can more effectively resolve the conflict

- when time constraints demand a delay\

The Accommodating Teddy Bear

> > > >

Teddy bears use a smoothing or accommodating conflict management style with
emphasis on human relationships
Teddy bears ignore their own goals and resolve conflict by giving into others; unassertive
and cooperative creating a win-lose (bear is loser) situation
Advantage: Accommodating maintains relationships
Disadvantage: Giving in may not be productive, bear may be taken advantage of
Approprlate times to use a Teddy Bear Style

when maintaining the relationship outweighs other considerations

- when suggestions/changes are not important to the accommodator
- when minimizing losses in situations where outmatched or losing
- when time is limited or when harmony and stability are valued

The Compromising Fox

> > > >

Foxes use a compromising conflict management style; concern is for goals and
relationships

Foxes are willing to sacrifice some of their goals while persuading others to give up part
of theirs

Compromise is assertive and cooperative-result is either win-lose or lose-lose
Advantage: relationships are maintained and conflicts are removed

Disadvantage: compromise may create less than ideal outcome and game playing can
result
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Appropriate times to use a Fox Style
- when important/complex issues leave no clear or simple solutions

- when all conflicting people are equal in power and have strong interests in different
solutions
- when there are no time restraints

The Collaborating Owl

> > > >

1.

Owls use a collaborating or problem confronting conflict management style valuing their
goals and relationships

Owils view conflicts as problems to be solved finding solutions agreeable to all sides (win-
win

Adv)antage: both sides get what they want and negative feelings eliminated
Disadvantage: takes a great deal of time and effort

Appropriate times to use an Owl Style

- when maintaining relationships is important

- when time is not a concern

- when peer conflict is involved

- when trying to gain commitment through consensus building

- when learning and trying to merge differing perspectives

Avoid confrontation

Before becoming part of any conflict situation, have a look at the following facts that could
help you to avoid or manage confrontation:

T > I I D

Be aware of your own emotional response.

Give yourself time to look objectively at a situation.
Recognize that difficult behavior can become a habit.

Bear in mind that avoidance tactics are a short-term solution.
Consider cultural differences.

How NOT to handle conflict:

CoNokrwNE

Avoiding conflict i the growing monster.

Being defensive i can you possibly be wrong?.

Over generalizing -usi ng words such .as fal wayso,
Being right i there is no wrong and right in resolution.

fineve

Assumptonidonét assume you know what they are th
0

Forgettingtolistenidondédt constantly interrupt r
Blaming others 1 is your focus in the wrong direction?.
Trying t o fwiinrathetammeor mutuglly ageeedtsolutions.

Attacking t he e mipdamagirgaidshowsmarespactt e r

10 Firewall on 1 shutting down further communication.
11. Yielding i letting them have their way i open door to being exploited.

What are we doing wrong?

1.

Our first enemy: our natural need to want to explain our side first. After all, we reason,
if they understand our perspective, they will come to the same conclusions we did.
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2. Our second enemy: do we listen? Listening is much more than being quiet so we can
have our turn. It involves a real effort to understand another person's perspective

3. Our third enemy: FEAR. Fear that we will not get our way. Fear of losing something we
cherish. Fear we will be made to look foolish or lose face. Fear of the truth ... that we may
be wrong.

4. Our fourth enemy: the assumption that one of us has to lose if the other is going to
win: That difference can only be solved competitively. 2’
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2.3 MANAGING A CHANGING ENVIRONMENT

2.3.1 Introduction to Change Management

We live and work in times of extraordinary change. In order to be able to understand our
customersdé requirements and impostantofor d companyad h er (
analyse its environment.

A SLEPT analysis is a tool that helps to analyse the environment.

To create an analysis you need to examine the key environmental factors that affect its
business. These are broken down into:

SEERT

/

Having carried out the analysis, it must then take action to respond to the important changes
that have been identified.

Of course, some of the factors in the SLEPT analysis can be placed under more than one of
these headings.

Never in human history has so much changed so rapidly and so radically. Ideas, institutions
and technologies continuously emerge and become redundant.
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